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Leader Development-The Enduring Legacy
Throughout the Army's history, leadership and leader development have received continuous at-

tention. Developing competent and confident leaders in all components of the Army (Active, Reserve,
National Guard and Department of the Army IDA] civilians) is our most enduring legacy to the Army
and the nation-Developing these future leaders in light of decreasing resources and a smaller force chal-
lenges us to maximize every developmental opportunity. A trained and ready Army will always require
leaders who are professionals in every sense of the word-leaders who exemplify traditional Army values.

The leaders we develop must be competent in and dedicated to the profession of arms and be experts
in the art of war, they must be committed to upholding the dignity and respect of all soldiers/subordi-
nates, they must be dedicated to the nation, they must demonstrate physical and moral courage, and they
must be forthright and candid in all of their dealings. Finally, they must be willing to embrace responsi-
bilit--for their units' performance and for every soldier and DA civilian entrusted to their care.

As we shape a smaller Total Army to meet the expanding challenges of the 1990s and beyond, we also
must develop leaders who understand and are able to exploit the fiill potential of present and future Army
doctrine. Ensuring the Army's ability to fulfill its vital roles in all aspects of our national security strategy,
in a world undergoing unprecedented and accelerating change, demands that we continue to develop
leaders who are capable of fulfilling an evolving Army mission-a shift in posture from a large, in-place
presence overseas to a focus on force projection by CONUS-based troops, poised to respond to contin-
gency requirements-

In developing leaders for tomorrow's Army, I see the job of today's leadership as:
Developing bold, confident leaders who:

* Are technically and tactically competent.
* Know the difference between risk and gamble.
" Are willing to take risk to get inside the decision cycle of the enemy to wrest the initiative.

Developing commanders who:
0 Trust their subordinates.
o Delegate authority and responsibility.
* Encourage soldiers to exercise initiative within the framework ofthe commander's intent.

Our chief of staff, General Carl E. Vuono, makes the record unequivocally clear. "Leader Develop-
ment is our legacy to those who follow us in guiding our Army from now into the 21 st Century." Our
job as commanders and leaders is to translate the chief's guidance into action--to counsel our junior
leaders, to develop them, to help them grow. The article, "Leader Development Direction for the Fu-
ture," in this issue, provides an excellent treatment of a brand-new, one--stop look at the doctrine of
how the Army intends to conduct leader development. It is important for all of u to reco!,ni:e that
ratifying this doctrine and publishing it in one overarching capstone document is a first for our Army.

DA Pamphlet 600-32, Leader Deveopment, defines the doctrinal foundation of leader development
as three pillars that progressively and sequentially lay out "where" it happens: insitumnkil training, opera-
dional assignments and self-detelopment. "How" this development occurs is described as a continuous,
cyclic process of education, training, experience, assessment, feedback, reinforcement, evalution and
selection for the next leadership level. All Army leaders need to put this new pamphlet fi-bt on their
professional "must read" list, and after a thorough reading, they should pass it on to their subordinate
leaders and supervisors to do the same. Understandine this document must izo from the top down, and
it must go quickly-down to the last fire team iea1Jer, tank commander, crew chief and first-line super-
visor in the force.

Our Army will be led in the future by those who are now squad, section and platoon leaders; by our
serving company commanders; and by those just now coming into the force as DA civilian interns. The
faces of young soldiers will change. New doctrine and new trainin! techniques will evolve. The force
will alter in structure to meet new missions and future threats to peace nd freedom. But the requirement
for competent, confident leaders will endure as long as there is a need for the Army.

LTG Leonard P Wshart III
Commander US Army Combined Arms Command
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k YOU would understand America's victory When NVA tanks broke down the gates of
ithe ean GulfWar, you must first under- the presidential palace in Saigon on 1 May

standAnmlca'sdefeatin Vietnam. Combatex- 1975 and brought the war to a close, there
perience in the jungles of Vietnam was the com-
mon thread that bound all of the senior US
commande* in the Persian Gulf War, from So .me.... shared [the
Chairmmn of the Joint Chiefs of Staff (CJCS) YiewJ dat the UnikdStates w a soliv-
General CohnPowell to General H. Norman But die Gui# War changed al diat '"t
Schwarroc4 ,the IS commander in the field, to a proud day for al American4 "
the fhw ?N , Air Force and Marine President Georg Bush triumphandy
Corps to their colonels commanding proclaimed in the wake of America's
the re w , d bigads, electrifying victory over Iraq, "and,

lron~ .Hussein's it P Deptons by Go4we'i *Wke the Wetnam
of the, VwltomWa -turnewd, eon o synd vise u Afr aml"
America most potent psyc watla
weapons. "America was regarded as a paper tiger A 'ileftiam ,.rn" had
in Asia," a diplomat in Beijing told the Washig- never drvelope#LWMn theiitayry
ton Tunes' Michael Breen in words that could For one thing, thu of us who fought-
have been.echoed by Hussein himself. "It was there knew that on de battlefield it W
beaten like a wet rat in Vietnam, and because of not the US muity but the WMtcong and
that we tended to underestimate it."' the North Wetnmese Army that ai

Some Americans, developing what was la- been ' eate like a wet rat."
beled the "ietnam syndrome," shared those
views that the United States was a loser. But the
Gulf War changed all that. "It's a proud day for were no US troops there for them to defeat.
all Americans," President George Bush trium- They had left 2'/2 years earlier.
phantly proclaimed in the wake of America's "You know you never beat us on the battle-
electrifying victory over Iraq, "and, by God, field," I told my NVA counterpart in Hanoi five
we've kicked the Vietnam syndrome once and days before the fall of Saigon. "That may be so,"
for all."2  he replied, "but it is also irrelevant."4

Paradoxically, one reason for that success is He was right. Winning all of the battles, as
that a "Vietnam syndrome" had never developed General Charles Comwallis' experiences in an
within the military. For one thing, those of us earlier revolution should have alerted us, does
who fought there knew that on the battlefield it not guarantee winning the war. And he was
was not the US military but the Vietcong (VC) right in another respect as well. LAosing the Viet-
and the North Vietnamese Army (NVA) that nam War proved irrelevant to the principle of
had been "beaten like a wet rat." NVA General military subordination to civilian authority, one
Vo Nguyen Giap admitted he had lost 500,000 of the primary tenets of American democracy, 0
men killed in action from 1964 to 1969 alone. 3  But that was not a given. At the time, there were 0
And, by late 1968 (seven years before the end of' ome misgivings, for just such a mixture of battle-
the war), the VC had virtually ceased to exist as" 'field success and political failure had led to a
an effective fighting force. "stab-in-the-back" syndrome in the German

Beginning in July 1969, responding not to en- army after World War I that was instrumental in
emy but to domestic political pressures, the undermining the Weimar Republic and bringing
United States began to withdraw its military Adolf Hitler topower. And only the strong lead- ;ofes
forces from Vietnam. By August 1972, the ership of General Charles de Gaulle prevented -
last US ground troops had de ed Viemam. the same catastrophe in France after the fall of .o
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The animosity of the US officer corps was drained off, to a large extent,
b * General W4illiam~ C. 11eStnoreland, tie US mililarv comnlalder in W'htnainfronz

1964 to 1968. In what might be his greatest contribution to his country, Westmoreland
(unjustly, it must be noted) took the heat for what went wrong in Vietnam and

thus helped to defuse a "stab-in-die-back" syndrome that could have

;\L.criA. B~ut it never LImppvnckd in.Anmericai. ti111 Alli Wen li ei ired trkmi acrive dtirv

L~ttcerrwadranedto ta larite extcjt. altlves lx~thca him credit toir pre\Cfltilt- a
11V("Cicrl Wllini . W\Vtlrieeld, thL' L;S~cio ntl U Ai\

II W li Mll'Il I'k 111 n-C TC 1 rIII'l'11 1 %, n . dii ii I r% ee. r e ea ~ e~ n n
i~~t, CI)II11trN. Vitioe in u n iti v. it Imw-t b o .

liiv ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ li ki-- M,'nI-1,1 11i-111d' .

nitirc ini tiri i t I 1Cli 1, t '..1; Ili VUW1.11 Ii u~l had rtOheeiiTTo1N io
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General Freid C. Weyan4 the law US commander in Vietnan and Army chief
of staff at the faff of Saigon... [prevented] a "stab-in-the-back" reaction in the US
Army. A genuinely modest man, Weyand gave the credit to his predecessor, General
Creighton W Abam... " who turned the Army away fr-om its Vietnam troubles and

reoriented it to its vil security interests in Europe and Northeast Asia.
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sense of mbsion and a sense of self-worth."6  April 1972. 'We are redirecting our attention
"A sense of mission and a sense of self- seaward and reemphasizing our partnership with

worth"-thod e weri the key reasons why a the Navy and our shared concern in the miP
time aspects of our national strategy."

-Throughout the services, there was a rcel
phasis on fundiamen~tal doctrine. ,The iui.ft

-nal/war m ... tance of this development cannot be overzse&
= uuvd ideM umr e ui The influence of doctrine upon victory is

_* Mlamn &1W'ftf found," emphasized Navy Lieutenant Com,
a I combat lader in mander Dudley W Knox on the eve of Worl

h aFIh Worl IW 11 as weL War 1. "Universal urestandirg and accei,jana* &O g, ane of common doctrines is necessary .acmed ac~ma1 1&w9Oedengs d

It lc. "M, am c m a n ei; ,rld togf

Emphasizing the need to Lgin with a c
"Vietnam syndro e" never developed within tion of war, Knox argued Owt "we must bud
the US Army. To reorient the Army to its new from the foundation upwans and not from the
conventional war mission, the US Army Train- roof downwards."' 0 We had done precisely the
ing and Doctrine Command (TRADOC), Fort opposite in the Vietram War. Counterinsurgen-
Monroe, Vrginia, was formed under the initial cy doctrine, the brainchild of academic social
leadership of General William E. DePuy, a dis- science departments, had been forced on a reluc-
tinguished combat leader in Vietnam and in rant Army by President John F Kennedy.1
World War II as well. There, an AirLand Battle Those who would not get aboard this bandwag-
(ALB) doctrine-began to develop that years later on, such as then Army Chief of Staff General
would bring America to victory in the Persian George H. Decker, were forced into retirement.
Gulf. Although the mnltn-rve lip service to this

And the Anny was not alone. The Air Force's "doctrine" (Kennedy dropped a broad hint that
Project Wanior (as well as its participation in future promotions of high-ranking officers
ALB doctrine) and the renaissance in military would depend upon their demonstration of ex-
strategic thought sparked by Admiral Stansfield perience in the counterguerrilla field), the doc-
Turner at the Naval War College in the trine was never fully implemented in the field. 2

mid-1970s (which, among other things, reintro- The result was confusion and disarray. "Almost
duced the military to Carl von Clausewitz's 70 percent of Army generals who managed the
19th-century cluuk On War) were also part of war," found Brgadier General Douglas Kinnmd,
the reaction to the frustration of Vietnam.7  "were uncertain of its objectives." As he went on

So was the Navy's Seaplan 2000 study that put to say, this "mirrors a deep-seated strategic fail-
the Navy back on the offensive and led to the ure the inability of pohcmakers to frame tan-
powe-projection strategies and the battleships . -lIble, obtainable goals."'
and carrier battle group that played such a major - Almost by default, we managed to defeat the
role in the Persian Gulf. The Marine Expedi- VC guerrillas. "The ultimate irony was that the
tionary Force in the Gulf also grew out of the people's war launched in 1959 had been de-
Vietnam experience. "[W]e are pulling our feated," former Central Intelligence Agency
headsout of the jungle and getting back into the (CIA) director William E. Colby pointed out in
amphibious business," said Marine Corps Corn- 1989, "but the soldier's war, which the United
mandant General Robert E. Cushman Jr. in States had insisted on fighting during the 1960's,

6 May 1991 e MILITARY REVIEW



ADVERSITY

Brgadier General John W. Vessey Jr. found that Reserve mobilization
had been ignored since the close of the Korean War 20 years earlier. This deficiency
had been papered over with assumptions that any future war would be over within

90 days. Vessey began asking, "What happens on the 91st day?" This was a
question no one wanted to hear. Not only was his question ignored,

but he was passed over for promotion.

... was finally won by the enemy."' 14 The war sibilit" was a far cry from the presidential leader-
was lost when we ended up abandoning our erst- ship exercised by Franklin D. Roosevelt in
while ally to his own devices, ill-prepared to face World War II. "I wish.., to make it very clear,"
the conventional war onslaught that ensued. he wrote to Secretary of War Henry L. Stimson

The differences in the Persian Gulf War on 26 Febrarv 1942, "that the GQmmander-in-
could niot have been more stark. This time we Chief exercises his command function in rela-
had a commander in chief, not a Vietnam-era- t.ion to strategy, tactics and operations directly
"national command authority." Defined as through the Chief of Staff."'
"The President and the Secretary of Defense or At the very beginning of the gulf crisis, Bush
their duly deputi:ed alternates or successors," set clear-cut political gzoals and obiectives upon
the very concept of a "national command which a coordinated military campaign plan
authority" flies in the face of the principle of could be constructed. Like Roosevelt, he made
unity of command. 15  it perfectly clear who would make the critical

This diffusion (and hence evasion) of respon- strategic decisions. And like Roosevelt, with

MILITARY REVIEW * May 1991 7



General George C. Marshall, Bush had a mili- ian representatives of the people, periodically
tary commander in the person of Powell to elected, not only raises, arms and provisions the
execute those decisions. military but also makes rules to regulate and gov-

In the Vietnam War, the CJCS was not in the em it, and authorizes its commitment to ex-
chain of command. In the theater of war, West- tended conflict. That is why, as Secretary of De-
moreland and his successors did not have full fense Caspar W Weinberger said in November

- 1984, "before the U.S. commits combat forces
abroad, there must be some reasonable asswunce

(Presdntl Bush set clear-cut we will have the support of the American people
politica goals and objectives upon which and their elected representatives in the Con-

a coonluaated military campaign plan ges"18
could be constructed Like Roosevelt, he And this time, we had the support of the
made it peirfdy clear who would make American people. One reason for this was % is

t *icwlsbwtegic , cear arculation of US objectives in the gulfand
And like Roosevelt, with General George his (belated) appeal to the Congress for its en-

C. Marshal, Bush had a military dorsement of his actions. Another was his cou-
commander in the person of Powell to rageous decision to mobilize the Reserves. In

execute those decisions. 1973, Abrams had seen the critical importance
of such a mobilization and had set out to create
an Army that could not be committed to sus-

command authority. They were only the ground tained combat without Reserve mobilization. 19

commanders, with naval operations outside But, as the head of the Operations Directoate
South Vietnam's territorial waters and air opera- in the Army General Staff, then Brigadier Gen-
tions against enemy sanctuaries and against eral John W Vessey Jr. found that Reserve mobi-
NVA lines of communication and supply (the lization had been ignored since the close of the
so-called Ho Chi Minh Trail) directed from Korean War 20 years earlier. This deficiency had
Honolulu 6,000 miles away. been papered over with assumptions that any fu-

Thanks to the Goldwater-Nichols Depart- ture war would be over within 90 days.
ment of Defense Reorganization Act of 1986, Vessey began asking, "What happens on the
this time, Powell was very much in the chain of 9 1st day?' This was a question no one wanted
command, and the theater commander, tohear. Not only was his question ignored, but
Schwarzkopf, was in complete command of US he was passed over for promotion. But Vessey
forces in the area. Civilian control of the mili- had not joined the Army to get promoted; he
tary had finally been restored to its proper consti- had joined the Army to serve his country (iron-
tutional position. During the Vietnam War and ically, he would later rise to become the CJCS).
its immediate aftermath, the conceit arose that A former artillery first sergeant in the Minneso-
every assistant to the assistant secretary in the ta Army National Guard commissioned on the
Pentagon, as well as every civilian government battlefield at Anzio beachhead in World War
employee above the rank otGS-15, represented 1R, Vessey persisted to the point where, to
"civilian control of the military." But much to.. shut him up, the Army's mobilization plans
their disgruntlement and dismay, during the were exhumed and found to be in a complete
Bush administration, those pretentions were de- shambles.
flated. 7  Brought to the attention of the Army leader-

Civilian control means that the president, the ship, then Vice Chief of Staff General Walter T
duly elected civilian head of government, corn- Kerwin and his successor, General Frederick
mands the military through his appointed civil- Kroesen, supervised a total overhaul of the
ian secretary of defense. The Congress, the civil- Army's mobilization procedures. Thanks to

8 May 1991 0 MILITARY REVIEW



ADVERSIT

Vessey's moral courage and the hard work of Ker-
win and Kroesen and many other Active and This time, we had the support
Reserve personnel ovrer the ensuing years, when of the American people. One reason for
the call came during Deser Stom, our Reserve this was Bush's clear aricuation of US
forces, especially those in combat support and objectives in the gulfand his (belated)
combat service supor units were ready to go. appeal to the Congress for its

The war could not have been won without -endorsement of his actions. Another
them, and it could not have been won without was his courageous decision to
a warfighting 0-ctrine eitherm Thanks to the mobilize the Reserves.
Army's post-Vietniam leadership, we had just
such a doctrine on hand, this time one devel-
oped "fron the fixundation upward.- Franks, to name but a few-studied, trained aixi

First articulated in the 1982 edition of US De- rehearsed that doctrine. And, when the thm
partment of the Army Field, Manual (FM) came to execute the doctrine, they apLshe
100-5, Operaion, anid crveloped and refined forces under their command were ready.
over the years, ALB doctrine provided the basis As they would be the first to acknowledge,
for Army organization, equipment and training. much credit for their successes goes to thome
ALB doctrine has been discsed over the years Army leaders--the Abram and Weyands, the
in such great length in this FM that it needs no Kerwins and Kroiesens, the Vesseys, DePuys, and
fuirther elaboration here. the like-in the post-Vietnam Army who re-

Suffice it to say, for over a decade, the Vietnam ffused to give in to the despair of a "Vietnam syn-
veterans who would lead America to victory in drome." Instead, through their hard work and by
the gulf-then lieutenants, captains, majors and the force of their character, they pulled the Army
lieutenant colonels like Powell, Schwarzkopf, up by its bootstraps and set it on the road to
Ron Griffith, Barry McCaffrey and Tommy battlefield success. MR
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Colonel Michael A. Anastasio, US Army

The Army's renewed emphasis on leader development has been captured
and formally outlined in a comprehensive program for the Total Force
in Department of the Army Pamphlet 600-32, Leader Development In
this aricle, the director of the Center for Army Leadership highlights the
key features of this overall leader development program and its impor-
tance to our Army and its fure leaders.

T HE INGREDIENTS of Army leadership majoror senior executive.
and the critical elements in developing Department of the Army Pamphlet (DA

Army leaders are found in a variety of sources. Pam) 600-32, Leader Development, pulls togeth-
They may come from the writings and discus- er, for the first time in one publication, what
sions of soldiers everywhere in the practice of our many of us have very painstakingly learned-in
profession. bits and pieces from numerous doctrinal and ex-

Certainly, soldiers have spoken out freely-in periential sources-about how to"grow" leaders.
regulations, field manuals, policy statements and And there will even be some truth in the claim
professional journals; in student papers at Fort that "wealready knew that" about the parts and
Leavenworth, Kansas, and Carlisle Barracks, .piEes separately. But now we have it captured
Pennsylvania; and in motor pools and field train- in one valuable document.
ing exercises--on what they think it takes to get The Army is in the process of "building
other.soldiers to follow. They have likewise tried down" its structure to achieve a steady end
to capture and articulate some parts of how the state while it maintains its capability tor expan-
Army develops its leaders over time-from sion if needed. Absolutely critical in this time of
int.ancy as a lieutenant, sergeant or junior civil transition is the requirement fr quality leaders
servant, to maturity as a colonel, sergeant who:
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" Anticipate, manage and exploit change.
* Exemplify the highest professional and Confident, competent leaden

ethical standards. - do not just suddenly appear; they are de-
* Display technical and tactical arms profi- vel d They develop over time trough

ciency while exploiting the full potential of a carefully designed progression of
advanced technology, schools, job expeiences and individually

* Possess teaching, Zoaching and counsel- -intated activities... The responsibility
ing skills, for a leader's overall development is

" Can build cohesive teams. shared by the leaders in the field army
" Communicate effectively while stimu- and the individ4ak temselves.

lating confidence, enthusiasm and trust.
o Solve problems and act decisively under

pressure erational assignments. The instruction and ex-
0 Show initiative, plan thoughtfully and perience an RC leader gains is progressive and

take reasoned, measured risks to exploit op- sequential and is based on time available and
portunities. unit and individual needs.

o Provide purpose, direction, motivation To ensure that leader growth and develop-
and vision to their subordinates. ment occur progressively, sequentially and

effectively, Army leader development empha-
The Process sizes totally integrating the activities that take

Confident, competent leaders do not just sud- place in the three pillars. In each of these, the
denly appear; they are developed. They develop emphasis is on developing leaders who, as they
over time through a carefully designed progres- enter a phase of their service, possess the highest
sion of schools, job experiences and individually Selection
initiated activities. As leader development un-
folds in each of the three pillars, a continuing
cycle of education, training, experience, assess- - Evaluation
ment, feedback and reinforcement occurs (fig.
1). As a leader progresses in his or her career
and faces new challenges--promotions, posi-
tions of greater responsibility, additional duties,
and so forth--he or she must be developed to
meet these challenges. During this leader devel-
opment process, the responsibility for a leader's Sewo cionoverall development is shared by the leaders in Il
the field army and the individuals themselves.

The leader development process is similar for
officers, warrant officers and noncommissioned
officers (NCOs), in both Active and Reserve,
components (AC and RC). Institutional train--
ing, operational assignment patterns and self-
development programs are virtually identical for
each of the components. It is, however, critical
to understand that time constraints normally
facing RC soldiers may require variances to the
specific course programs of instruction within Accession and Recruiting
the institutional training pillar, as well as in op- Figure 1. The leader development process
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level of experience and competency appropriate the unit's needs and the leader's demonstrated
to that phase. potential are kept sharply in focus and must be

A phase is merely the next step up in the level balanced at all times. Not all leaders will devel-
of responsibility as a leader. Leaders work op at the same rate or to the same level, so lead-
through the process, developing and honing ers must only be placed in positions of leader-
their skills, and, when assessed as ready, proceed ship for which they are prepared. Any leader
to that next level. will continue to develop while performing as

As an example, company-level commanders such but should not be thrust into such a posi-
should have the appropriate developmental tion (aside from exceptional circumstances) un-
leader positions (platoon or section leader, unit til he or she meets entry minimums for that
executive officer) and education (officer ad- leadership position.
vanced course) before command. Likewise, pla-
toon sergeants should have served as team and The Pillars
squad leaders and already tn the Primary Recently completed comprehensive evalua-
Leadership Development Course (PLDC), Basic tions of existing officer, NCO and civilian leader
Noncommissioned Officer Course (BNCOG) development programs clearly indicate that the
and, preferably, Advanced Noncommissioned Army's progressive, sequential and doctrinally
Officer Course (ANCOC). RC personnel pro- based approach to leader development is sound
gress through the same institutional training and produces the quality leaders our nation re-
(within certain unit type, size and location con- quires. The effectiveness of this approach results
straints). Civilians should progress to key leader directly from totally integrating the three pillars
positions following the proper sequencing of of-Army leader development: institutional
technical and supervisory experience. training (formal military and civilian schools),

Throughout the development of a leader, the operational assignments and individual self-
education, training, experience, assessment, development (fig. 2).
feedback and reinforcement process occurs in a Institutional Training. Institutional train-
logical and progressive sequence. The mission, ing encompasses all of the formal school train-

ing and education that leaders receive. It is
within the Army's school system that leaders

.train to perform critical tasks by acquiring the
skills, knowledge and attitudes (SKAs) that are

Devlopmet . essential to high-quality leadership.
AThese same SKAs, when tested, reinforced

and enhanced by relevant operational or organi-
zational assignments and self-development pro-
grams, enable leaders to ultimately attain and
sustain true competency in the profession of
arms. Institutional training provides the founda-
tion f6r leader development, particularly in
tfnes of peace, upon which unit commanders
can build, mold and shape leaders, and upon
which the developing leader can base his or her

to self-development.
IThe US Army Training and Doctrine Com-

mand (TRADOC), through the school com-
mandants (branch proponents), the functional

Figure 2. area proponents and the functional chiefs are
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Insitutional trining provides the foundation for leader development, paniculady
in times of peace, upon which unit commanders can build, mold and shape leaders, and

upon which the developing leader can base his or her self-development.

key players in the schoolhouse phase of leader and mentorino theu.
development, in addition to the individual being To ensure that we develop confident and
developed. The proponent states clearly what competent leaders who can carry out their duties
must be learned in the branch schools and pro- today and meet the demands of increased re-
vides the necessary training and training support sponsibility in the fiuture, institutional training
materials to accomplish that end. The propo- progMms must use the best teaching and taining
nent also identifies what should be mastered methods. The increased u.e of snall-,zroup in-
through operational assignments and individual truction within the Army school svstem, im-
self--study or self-development. In doing all of proved leadership assessment and development
this, the proponent defines the life-cycle model techn:ques, and advances in our ability todefine.
to be tollowed. prect,,e, the SKAs expected of leaders at each

For RC leader development, careful planning level of development all contribute to leader de-
is required to accomplish the ,ame n.mber, t vel pment.
training tasks required ot AC counterparts while Operational Assignments. Atfter c, implet-
accommodating the training time constmints l1ug a, chool, leaders are assigned to ,operational
unique to the RC. positions to gain experience and assess their

Unit commanders and supervisors also con- ability to apply theoretical knowledge in a prac-
tribute to effective leader development in the in- tical setting and their potential tfir tirther de-
t itutional training pillar. They must be aware of, velopment as leader,. (iftcers, warrant officers

and take advantage of, opportunities to send af d NCs, both AC and RC. are challengied to
their leaders to all appropriate technical, devel- ichieve training excellence and to u.,tain and
opmental, skill qualification and confidence- expand their growth as leaders during opera-
building courses that are available through the rional assinments.
Army schoi system. Commanders and supervi- Tough, realistic training at home stations and
sors also assist their subordinates in remaining It the combat training centers (CT(s) provides
knowledgeable of, and competitive for, instiru- biittlefield realism and demands on leaders at all
tional training selection by teaching, coaching levels. The challenge should be equally ;resul
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for those assigned in nondeploying TDA (tables Self-Development. Institutional training
of distribution and allowances) units that sup- and operational assignments alone do not en-
port deploying units. At the same time, doctrin- sure that leaders will gain and maintain compe-
al publications provide the needed information, tency in the complex tasks required by the pro.
direction and vision, and a rich opportunity for fession of arms and those who support and
concurrent self-development, sustain it. A professional leader's career requires

The commander's direct involvement in de- -a lifelong commitment to self-developmen-
veloping leaders during operational assignments development that complements and builds
is particularly critical He or she determines upon the advancements and accomphsbhmnrs

leaders gain during their formal education and
-duty assignments.

For RC leadr developmen, The key to constructing a successful self-
carf p1mag is reqsavd to accom- development program is accurate asesimL
Pi*& *ag nhb Each leader mist take fil advanag o

required of AC countepws while ment opportunities, whether self-,
accommodating the training tme formal assessments provided by the chain of

constraints unique to the RC. command or assessments made in Army schools.
While each leader's self-development program
will be unique, common elements that should be

leader assignments, formulates and executes unit included are:
and individual training, to include professional * A broad, professional reading program
development programs, and acts as the unit's pri- (one based on the foundation reading program
mary teacher, counselor and mentor. The care set up by the functional proponent and pivoted
and manner used to train, counsel and mentor around doctrinal literature from technical li-
leaders will guide their future development and braries, professional journals, and so forth).
that of their subordinates long after today's com- * Duty-related correspondence course par-
manders pass from the scene. For this reason, ticipation.
commanders must understand the leader devel- e Duty-related, off-duty, advanced civil
opment process, their role in its execution and schooling (such as offered through the Army
that leader development activities must be an Continuing Education System [ACES]).
integral part of the training program in their * Off-duty study and research.
units. * Leadership roles in military and civilian

Civilian leaders generally progress in key areas community or other public service activities.
such as acquisition, management, logistics, in- Every leader is responsible for his or her own
formation and installation management. New professional development-not the comman-
programs will train generalists capable of per- dant, not the commander, not the supervisor,
forming in leadership positions previously held but the individual leader.
by military officers.

Thus, the substance of military leader devel, Officer Leader Development
opment in the operational assignment pillar is The development of an officer, whether AC
both designed and implemented at unit level, or RC, is the cumulative result of his or her mili-
At unit level, leader development programs tary schooling, operational assignments and
must continue to be battle-focused and be tai- self-development.
lored to support training in those leader skills de- The officer's institutional training consists of
manded by both the unit's mission-essential task the officer basic course, officer advanced course,
list (METL) and the professional development the Combined Arms and Services Staff School
needs of junior leaders. (CAS3), completion of a command and general
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The commander's direct involvement in developig leaders during
operational assignments is particularly criticaL He or she determines leader

assignments, formulates and executes unit and individual training, to include
professional development programs, and acts as the unit's primary teacher, counselor
and mentor. The care and manner used to train, counsel and mentor leaders will

guide their future development and that of their subordinates long after
today's commanders pass from the scene.

'tafttcolleue and, tOr selected officers, completion erational assignments baed on the n-ture ot
at 'i r ,enwie co~icLee coutrse Or equ1iValent. %lale optcrati nal p iioswithin units or
The progressive and sequential process of in- geographical locations.

,titutionaI training is the same for all officers, AC Self-developmern is an essential part of every
aind RC. RC leader- may have their in-;itititonal Officer,; leaider developmient and m ntmerl
traininiz needs met by a TRAIOC resident paq of Active and Reserve officer leader devel-
school, a US Army Reserve Forces (USARF) opment programs. It is uinique within the Army
sc.hool o1ri a tate, regional or Conltinental US in that the NliliraR.ulfcto Sadid s

Armv (CoNUSA) academy tern (MQS) provides, the officer with a detailed
Officer oiperational assignments aire designed gidde to his o)r her entire developmental pattern.

to Ixe progressive and sequential. Assignments An excellent iguiide trot oiceret-evelopment.
ire normally predicated on the officer's branch MQS does much more by providing! the over-

or hitnctional area and the needs ot the Army. arching framework for all officer leader develop-
1Z4ffjcrs miv~ require vairiances to ;pecific Op- mnent. \,IQS Ii.ts the kik and proiticiencie,
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(CW3-CW4) to successfully perform in senior-
SeQ-development is perhaps the level positions. Master warrant officer training

most overlookedelement of leader (MWOT) is the capstone level of warrant officer
developxmeufdr warrant officers.... training. MWOT is designed to develop selected
[They] are expected to keep abreast of senior warrant officers as systems integrators,

the lat changes in equipment, managers and trainers in a senior leadership role
organ&Atm and procedure associated at-various Army organizational levels.

with their area of experise. Like institutional training, the operational as-
signment is another key element in warrant offi-
cer development. Except as otherwise author-

an officer must master to reach expected per- ized by the career management authority,

formance levels. MQS provides officers, operational assignments of warrant officers ae
commanders and school commandants with made commensurate with their rank group
the _f wo .6-commoniand branch- (WOl-CW2, CW3-CW4 or MW4) and with
specific officer training, education and leader their MOS. This process not only enswres that
development, without imposing new training warrant officers are develoed through pogres-

requirements. An article in this issue titled sive and sequential assigment patterns but aso

"Military Qualification Standards: An Officer provides warrant officers the opportunity to per-
Leader Development Tool," explains MQS in form in the full range of duties required by their
great detail. MOS.

Self-development is perhaps the most over-
Warrant Officer Development looked element of leader development for war-

Like the commissioned officer, the warrant of- rant officers. However, this pillar is just as impor-
ficer's development is the cumulative result of his tant to the overall development of warrant
or her military schooling, operational assign- officers as institutional training and operational
ments and self-development. Warrant officer assignments. Warrant officers are expected to
leader development starts with the Warrant Of- keep abreast of the latest changes in equipment,
ficerTrainingSystem(WOTS) that provides for organizations and procedures associated with
three levels of progressive and sequential institu- their area of expertise. Also, warrant officers can
tional training and certification. These occur at and must contribute to their self-development
entry, senior and master warrant officer levels, by identifying their long-term and short-term

At the entry level, the system is composed of goals, periodically evaluating their own progress,
a "triple-check" preappointment process. This participating in off-duty civilian education
process requires the successful completion of the courses, and seeking the advice and counsel of
following checks: their commanders.

e Selecting warrant officer candidates by a
centralized board (such as US Army Recruiting NCO Development
Command and state adjutants general). The development of NCOs is, as is their offi-

* Successfully completing the Warrant Of- ce; comnterparts, the cumulative result of their
ficer Candidae School (WOCS). kl.itary schooling, operational assignments
• Successfully completing the Technical and self-development. The institutional train-

and Tactical Certification Course conducted ing of NCOs, both AC and RC, is accom-
by the MOS (military occupational specialty) plished through the Noncommissioned Officer
proponent. Education System (NCOES). It provides pro-

Senior warrant officer training is designed to gressive and sequential training for NCOs
refresh and enhance common skills, update tech- through four levels of schooling: primary, basic,
nical knowledge and train senior warrant officers advanced and senior.
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The primary-level training course for NCOs,
the PLDC, is a four-week non-MOS-specific,
field-oriented leadership course designed to pre-
pare soldiers for leadership responsibilities at the
grade of sergeant. The basic-level NCOES
course, the BNCOC, is taught at NCO acade-
mies for combat arms, whereas combat support
and combat service support NO(s attend pro-
ponent resident service schools. Training at
BNCOC builds upon the instruction received
in PLD _

The ANCOC is next and has a common
leadership core, as well as "hands-on" and
performance-oriented training to emphasize
warfighting skills. It is conducted at resident A profesonal/kadI cmeir
service schools, and class length is based on the requik a ifenMg coen tnnt to seyL
NCOs career management field. The Sergeants development-develnpment tat comp-
Major Course (SMG) is the captsto e ofenlisted ments and builds upon the
training. It prepares selected soldiers for sergeant advancements and accomplishments
major and command sergeant major duties in leaders gain during their formal educa-
both troop and staff assignments. While Active d/on and duty assignments.
NCOs usually attend a TRADOC resident
school, Reserve NCOs gain institutional train-
ing through a TRADOC resident school; a tasks related to the unit's mission. Trainers con-
USARF school; or a state, regional or CON- duct evaluations to determine training effective-
USA academy. ness and measure performance against soldier's

Operational assignments for NCXOs consist of manual and Army Training and Evaluation Pro-
table of organization and equipment (TOE) gram (ARTEP) standards.
unit, TDA and special duty assignments. TOE NCODP is the commander's leader develop-
and TDA assignments are made based on the ment program for NCOs. NCODP encompasses
soldier's MOS. Special duty assignments present most training at the unit level and is tailored to
a unique challenge and opportunity for leader the unique requirements of the unit and its
development, as the NCO is often performinq NCOs. Commanders must continuously inte-
duties outside his or her MOS (such as drill grate individual training with collective training
instructor, recruiting, attach6, and so forth). to effectively use available time to develop junior
Commanders and leaders use the Individual leaders and to ensure soldiers know every task re-
Training and Evaluation Program (ITEP) and quired at their skill level.
the Noncommissioned Officer Development NCOs use self-development to complement
Program (NCODP) to enhance NCO leader and enhance the knowledge and experience
development during operational assign- hained through institutional training and op-
ments. (ITEP consists of a leader's assessment erational assignments. NCO self-development
and common task test and formalizes the role programs are designed to provide the individual
of individual evaluation in units and organi- with the additional training and experience
zations.) necessary to improve, maintain, develop and

Training soldiers follows a specific process for sustain the appropriate SKAs for their grade
each MOS, unit and item of equipment. Sol- and position.
diers train on individual tasks, then on collective NCO self-development programs can be
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these instruments provide the feedback neces-
sary to build a functional self-development pro-
gram tailored to individual and unit needs.

Civilian Leader Development
The development of civilian leaders, like their

uniformed counterparts, is also a cumulative re-
sult of their institutional training, operational as-
signments and self-development. The system is
the same regardless of whether the civilian sup-
ports the AC or RC.

Speul du& mgwnet puw-nt There are a variety of courses available for ci-
a unique chag"e and oppfoi*uuiyb" vilians at different grades. While these courses
lader asdAo t NCO it k n are no prequisites for one anohe they e

performing hfn ouie his or her tied to different levels of responsibility. Civilian
MOS ConaWm and laden use t leader development can begin with the Intern

Individua Training and Evaluation Leadership Development Course (ILDC)
Program and the Noncommisioned which precedes graduation to journeyman-level

Officer Development Program to en- positions. The Leadership Education and De-
hance NCO leader development during velopment Course (LEAD) is complementary

operation asgnmene. to the Basic Supervision Course and is recom-
mended for first-time supervisors. At the mana-
gerkal level, Organizational Leadership for Ex-

individual or formal structured programs. Indi- ecutives (OLE) provides leadership training
vidual programs include professional reading while Personnel Management for Executives
and off-duty study. Formal structured programs (PME) and the New Manager's Course provide
include ACES, the Army Correspondence skill training. The leader development cap-
Course Program (ACCP) and the self-develop- stone, the Army Management Staff College,
ment test (SDT). Fort Belvoir, Virginia, is targeted at competitive-

The SDT is a new component of self- ly selected individuals with high potential for
development. The SDT is a series of written ex- advancement. Mandatory training for senior ex-
aminations for sergeants, staff sergeants and ser- ecutive service (SES) members includes the
geants first class. The SDT allows NCOs to Force Integration Course and the SES Orienta-
measure and guide their growth in the skills and tion Conference.
proficiencies they need as they continue to de- The general organizational assignment path
velop as leaders. NCOs are required to prepare for civilian leaders encompasses four broad
for the SDT without dedicated unit training phases: presupervisory, supervisory, managerial
time. The SDT is a key factor in selecting NCOs and executive. However, civilians are not re-
for promotion, assignments, school attendance quired o sequentially progress through these
and retention. st*es. For example, an employee may enter civil

Accurate assessment plays a key role in NCO service at the supervisory or managerial level or
self-development and assists in providing direc- through an internship and progress directly to a
tion and focus. NCOs use a variety of manage- nonsupervisory managerial position without
ment and assessment tools to formulate their ever having supervised. For some career pro-
self-development programs. These include per- grams, it is logical to progress through positions
formance counseling, evaluation reports, SDT of increased responsibility; that is, from the in-
results and common task test results. Jointly, stallation level to the major command level and
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DIRECTION

then to Department of the Army. If institutional training is to remain the strong
The self-development opportunities for civil- foundation upon which future leaders anchor

ian leaders are essentially the same as for the uni- their development, we must retain progressive
formed semL Agaim the key is acorately as- and sequential educational systems and train
sessing leader strengths and shortcomings. Once leaders in the critical tasks they will need as fu-
areas of improvement are identified, an individ- ture leaders. The leader development effort must
ualized program can be developed using a profes- span the Total Army, providing the right mix of
sional reading program, correspondence courses, resident and nonresident instruction and retain-
off-duty advanced schooling, and so foth. ing the right percentage of leaders attending resi-

Presently, in the civilian sector, the Army Ci- dent training at each level. We must continue
vilian Training, Education, and Development to select the best-qualified leaders for resident
System (ACTEDS) identifies and formalizes the instruction and ensure that quality instructors
leader develpment process for the professional man the training base ifwe ar- to produce quaity

=polation. In the future, this students and instructors.
will o erthe noncaeer program Through qoprational amnns, we nust
population through the Civilian Integration continue to provide leaders the critical experi-
into the Personnel Proponent System (CIPPS). ence they will need for the future and provide ad-

In recent years, we have seen the Army devel- equate training opportunities in adequately
op into the best-prepared, highest-qpality force manned and resourced units. Key developmen-
in our nations history. To ensure we retain this tal assignment opportunities must be retained for
capacity, we must sustain and improve upon our the best leaders and every effort made to dis-
current high levels of readiness and quality. By tribute leaders based on leader development
following through on our uncompromising com- priorities.
mitment to develop the very best leaders possi- Continued emphasis on self-development
ble, we can be assured of leaving the most mean- must first stress each leader's personal responsi-
ingful legacy possible to both our Army and our bilities. It will also be essential to identify, spec-
nation-the enduring legacy of competent and ify and refine self-development requirements.
confident leaders. The entire Army leadership must continue to

Emerging constraints and rapidly changing emphasize self-development and to assist
global geopolitical situations will compel the subordinate leaders in their self-development
Army to modify existing programs to some ex- efforts.
tent. We must not, however, fundamentally al- As the Army positions itself to face the un-
ter the strong leader development effirts that precedented challenges of the 1990s and be-
have brought us to our current high state of yond, our total commitment to developing com-
readiness. Our sound and successful three- petent and confident leaders will ensure that we
pillared leader development concept that serves remain the versatile, deployable and lethal com-
as the foundation for the future leaders of the bat force our nation requires. With that in mind,
Army must prevail. For that reason, we must re- we must never forget that the Army of the future
main committed to the imperatives associated will be pjaced in the hands of tomorrow's leaders,
with each of the three pillars. .a4 their development is in our hands today. MR

Colonel Michael A. Anastasio is de director, Center for Anmy LamrJ, US Amy Com-
marid and General Staft CoO, Fort LeavenutLh, Kanss. He mceived a B.A. from Nor-
ukA University, an M.S. from Salve Regina College and an M.P.A. from the Universiry 4
SoiudCarohna. He has servedina vane of command and staff assignments, mcuding person-
net plans dio~ffice of die aeuy Chkf of Stafffor PersonnebtaiS3 (opraris and
mungolier) ad oftcr, 7d Combat Aviaton Battalion; and cotmander, 307di
Ariack leopter Battalion and 11123d Aviation Battalion, 7dh Infanry Divwon.
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T HOMAS BECK ET,
OLIENORTH and

Major John E. Shephard Jr., US Army

Perhaps the most widely recognized measure of successfuljob perform-
ance is the report of "mission accomplished" or "'al tasks completed."1
The autho sees a danger in the miitay Is emphasis on " getting the job
done" where laders allow overzealous suborviiaaes too much latitude.
He analyzes dame Jiuos cases tha illustrate the damage that can be
done to unith Annyy and even the nation when leaders yield to the
temptation to let their subordiates just "get it done."
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BRUTAL murder in a medieval cathedral, most important policies and reform.' How did
third-rate burglary in a posh Washington, this event, terrible in both its form and its conse-

DC, hotel-office codiplex and a document- quences, happen?
shredding "party" in the bowels of the White Henry Il (1154-1189), a strong, resourceful
House-what do these three otherwise uncon- monarch, restored order and unified rule over
nected events have in common? The answer is Normandy and England after a long period of
threefold: First, they were all illegal actions un- civil war and feudal anarchy. He was stem,
dertaken by "loyal" subordinates who apparently smart, stirring, constantly busy and extremely
believed that what they were doing would please demanding of his "staff." He also, however, pas-
their supervisors. Second, in each case, the per- sessed an ungovernable temper and was prone to
petrators' superiors had not taken adequate steps wild outbursts of anger.2 Modem psychologists
to prevent their followers' illegal behavior. would probably deem him a classic 'IType A"per-
Third, each of these crimes rocked a great nation sonality.
and brought disgrace upon the country's fore- To consolidate power in Engand, Hepsw
most leader. sought to expand the jurisdiction of his own

Pondering these cases is an instructive exer- courts at the expense of the church's courts
cise for leaders in any field because the leadership which operated independently of the civil gov-
problem they illustrate is not unique to high na- emment) To secure the church's cooperation
tional office. Indeed, its occurrence at all levels in this reform, he maneuvered to have his own
of military, business and government organiza- trusted chancellor, Becket, elected as archbish-
tions is far too frequent and usually preventable. op of Canterbury, the most powerful cleric in
It happens when pragmatic but narrowly focused England.
subordinates, in their zeal to get a job done or "However, the brilliant, audacious and ambi-
please the boss, act illegally or unethically, and tious Becket proved to be no one's puppet. As
when their bosses have failed to take appropriate archbishop, he embarrassed and enraged his for-
steps to discourage such behavior. mer patron by launching a vehement crusade to

This article examines this type of leadership stymie the king's designs, pronouncing himself
problem (which, for want of a more descriptive the protector of ecclesiastical independence.
term, I shall call ol/ieism) and suggests the need Like the king, Becket was earnest, passionate
for leaders to prevent it by creating and sustain- and charismatic-"a leader of men whom others
ing an ethical leadership environment. First, a would follow as the weak follow the strong."4

review of these three historical cases will provide Since both men were as resolute and feverishly
i common base of reference. energetic as they were proud, their quarrel de-
Three Scandals That Deserve generated into a dangerous, irreconcilable feud.

Becket was driven from England and schemed
Study by Leaders for six years in exile while the king ruthlessly per-

Case 1. In the latter decades of the 12th cen- secuted the archbishop's followers and friends.
tury, a rancorous dispute between the Angevin In 1170, when both Henry and Becket
king of England, Henry II, and the archbishop of seemed at last to have tired of their various in-
Canterbury, Thomas Becket, led to Becket's fatal tiues, Pope Alexander III was able to mediate
bludgeoning in the transept of his cathedral by the dispute. But, when Becket returned to Eng-
four faithful knights of the king. The murder land, he immediately proceeded to excommuni-
outraged Europe, brought disgrace on King cate bishops, barons and soldiers who had sided
Henry and, at least temporarily, undermined his with the king to ravage his archbishopric's estate.

is article wais adapted from the audhor s essay tat When news of these excommunications
1990 Dougas MacAthur Mifiary Leadersfup n ig Aumd reached Henry in Normandy, he flew into one of
at USACGSC.-Editor his habitual violent rages and is said to have cried
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more by convincing the pope to censure Becket
for his impetuousness.

Yet, King Henry cannot be absolved of respon-
sibility. Not only had he uttered the words that,
however unintentionally, inspired the knights'
crime, but he had also, over time, established a
leadership environment that had led his mis-
guided subordinates to believe their dastardly act
would please the king. All of his ministers and
soldiers knew of Henry's desire to humiliate and
discredit the archbishop. In ruthlessly setting
out to ruin Becket and scoffing at his claim of
ecclesiastical privilege, the king acted with
"scant regard for decency, legality, or justice," set-
ting a poor example for his less clever subordi-

out to no one in particular, "What cowards have nates. ° uIndeed, many of his less admirable per-
I nourished in my house that not one of them sonal qualities were reflected in the rash violence
will avenge me on this turbulent priest!"s This of his criminal knights:
outburst spurred four knights, eager to win the "[King Henry] had a practical man's impa-
king's favor, to conspire, without authority, to tience of the obstacles thrown in the way of his
punish the archbishop. 6 The knights crossed the reforms .... Without any theoretical hostility
Channel, accosted Becket in the cathedral of to the co-ordinate powers of the state, it seemed
Canterbury and smote him with their broad- to him a perfectly reasonable and natural course
swords, scattering the archbishop's blood and to trample either baronage or Church under foot
brains before the altar.7  to gain his end of good government."'1

The murder instantaneously provoked wide- Undoubtedly, then, Henry's troubles arose
spread grief and indignation throughout Eng- largely from his own failure to develop what we
land and Europe. Becket was immediately hailed call today an ethical command climate. Despite
as a martyr, was quickly canonized as a saint and, all of his other qualities of leadership, thic failure
for centuries, became the most popular folk hero cost him and his inchoate nation dearly.
in England. Meanwhile, with his hand on the Case 2. The second case-the Watergate af-
Gospels, King Henry swore an oath to his own fair-carries us forward eight centuries from the
innocence. Fearing excommunication, he was murder in the cathedral. Though the nature of
compelled to submit to the pope on several of his the crimes was quite different, the consequences
reforms. A year later, he accepted further humil- of Watergate for the United States and its presi-
iation by praying, prostrating himself and being dent were arguably as serious as Becket's affair for
whipped half-naked before Becket's tomb. the Angevin Kingdom. Some stark similarities
Though Henry's penance allowed him to escape between these cases warrant our study. 12
further punishment and reembark on his reform The bungled burglary at the Democratic Na-
program, sympathy for Becket later played a sub- . tidnal Committee (DNC) headquarters at the
stantial role in the king's troubles with civil war.8  Watergate complex was organized within the

Most historians of the period agree the king Committee to Re-Elect the President (CRP).
never intended for his minions to kill Becket de- The burglars were seeking information regarding
spite his outburst. 9 Henry was sufficiently wise Lawrence E O'Brien, the former DNC chair-
and sophisticated to know that he could ill afford man.13 The break-in of 17 June 1972 was the
to infuriate the pope, incite the populace and brainchild of former Federal Bureau of Investiga-
give excuses to his enemies, and he could gain far tion (FBI) agent G. Gordon Liddy, a blustering
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man of action, zealous conservative, devout pa-
triot and, at the time of the burglary, general
counsel of the CRP His boss later described him ,,
as "a cocky little bantam rooster who liked to
brag about his James Bond-ish exploits."' 4

Liddy's allies in the effort included top CRP fig-
ures and others with close ties to the White
House. 1 5

Though no proof implicated President Ri-
chard M. Nixon in the original break-in, he be-
came clearly involved in a desperate attempt to
cover up the depth of his administration's in-
volvement. He resigned in disgrace after the fa-
mous "smoking gun" tape recording revealed his
order of 23 June 1972 to his chief of staff, H. R.
Haldeman, to try to get the Central Intelligence
Agency (CIA) to curtail the FBI's investigation
into the Watergate affair.16 He was subsequently
pardoned from possible legal sanctions by his
successor, President Gerald R. Ford.

But, even though a "smoking gun" may have
been deemed necessary to meet rigorous legal re-
quirements in case Nixon was tried, it is super-
fluous to our broader inquiry into his leadership
failure. Various investigations condaicted by the
special prosecutor, the Congress and the media,
along with several memoirs by key Watergate
figures, reveal a pattern of unethical and illegal
conduct that infested parts of the White House
staff and the CRP. 17 "Dirty tricks" against politi-
cal opponents and illegal wiretappings had be-
come nearly routine. 18 Some of the same people
who planned the \Vateriite break-in, including
Liddy, had earlier burglari:ed the office of Daniel
Ellsberg's psychiatrist.19 And Charles Colson,
Nixon's personal dirty tricks "impresario," had
been vainly trying to track down proof for Nixon
that O'Brien, while chairman of the DNC, was phere that started with the President himself and
receiving kickbacks from billionaire business- reached us through Haldeman and others, one
man Howard Hughes. 20  

. at came to affect all our thinking, so that deci-
In such an environment, the Watergate sions that now seem insane seemed at the time

break-in is not, in retrospect, surprising. The to be rational. '" 1

deputy chairman of the CRP, himself an ad- Likewise, in such an atmosphere, an at-
mitted conspirator, put it bluntly: tempted cover-up was inevitable. -V, Haldeman

"Liddy's plan was approved because of the cli- put it:
mate of fear and suspicion (about enemiesi that "What I thought then was a natural effo~rt to
had grown up in the White House, an atmos- avoid any unnecessary political damage from
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burgeoning of public distrust in government and
a national political catharsis that dramatically
altered the "balance" of power in Washington.

Case 3. The third case, the Iran-Contra af-
fair, is still fresh enough to arouse the passions of
many people of one ideological stripe or another.
Many accounts are clouded by political invec-
tive or slant (both "left" and "right") which
makes it difficult to analyze the case in a reasoned
and dispassionate way. Nonetheless, after nearly
four years of various investigations and trials, suf-
ficient facts have been revealed to allow us to ex-
amine the affair as a case of leadership failure.24

The principal legal questions surrotnding the
Iran-Contra affair have centered around three

Watergate I now can see was an illegal program main topics. First was covertly selling arms to
of obstruction of justice.... I have to conclude Iran to gain release of the hostages held by
that the cover-up, in some form, was inevitable. Iranian-influenced groups in the Middle East.
It was not planned ahead as a great conspi- Second was diverting profits from these sales and
racy-it grew one step at a time as people, be- soliciting private funds by members of the Rea-
lieving they were acting in the best interest of gan administration to aid the Nicaraguan resist-
the President, took steps to meet each problem ance. Finally was building a web ofdeceit to keep
as it arose."22 the US Congress in the dark about both the Iran

People like Liddy and Colson, with their pe- and Contra initiatives.
culiar zeal, talents for intrigue and willingness to With regard to the first two topics, members
skirt both the law and established procedure, of the National Security Council (NSC) staff
were ill-suited for important positions in the Of- displayed a reckless disregard for legal con-
fice of the President or the CRP. Yet, they were straints. As the president's special review board
there because the president, and others close to (the 'Tower Commission") concluded:
him, considered their talents valuable. One 'The NSC staff activities in support of the
must conclude about Watergate that the presi- Contras were marked by the same uncertainty as
dent's subordinates, whether or not personally to legal authority and insensitivity to legal issues
directed by the president in their actions, acted as were present in the Iran initiative. The ambi-
in a way they felt would please the president. guity of the law governing activities in support of
They had reason to do so because he had encour- the Contras presented a greater challenge than
aged and blessed their "dirty tricks" in the past. even the considerable complexity of laws gov-
Nixon admits this failure of leadership in his eming arms transfers. Intense congressional
forthcoming book: scrutiny with respect to the NSC staff activities

"I should have set a higher standard for the relating to the Contras added to the potential
conduct of the people who participated in my (usts of actions that pushed the limits of the law.
campaign and Administration. I should have es- .'.. In this context, the NSC staff should have
tablished a moral tone that would have made been particularly cautious, avoiding operational
such actions unthinkable. I did not. I played by activity in this area and seeking legal counsel.
the rules of politics as I found them. Not taking The Board saw no signs of such restraint." 25

a higher road than my predecessors and my ad- These conclusions were supported by the sub-
versaries was my central mistake. '23  sequent findings of the congressional commit-

The result, of course, was his own disgrace, a tees investigating the affair and the findings of
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the special prosecutor's investigation.26

Additionally, three former Reagan adminis-
tration officials, including two who had been na-
tional security advisers, were convicted in court
of crimes related to misleading and obstructing
Congress27 While no "smoking gun" has impli-
cated former President Ronald Reagan as having -41t*
known about the illegal diversion of arms profits
to the Contras and no evidence suggests that he
ordered a cover-up, he cannot escape overall re-
sponsibility for his subordinates' crimes and the
chaos that resulted. Though Reagan said he in-
structed his subordinates to act only "within the
law," both he and his national security adviser
failed to establish the clear lines of control, au-
thority, responsibility and accountability to en-

sure these instructions were followed 28
This left room for an energetic go-getter like

Lieutenant Colonel Oliver North, known for his
ability to "get things done" and the passionate
enthusiasm with which he threw himself into his
assigned tasks, to undertake his ultimately disas-
trous initiatives. "At no time," concluded the

president's special review board, "did [the presi-
dent] insist upon accountability and perform-
ance review. '9 As to the president's leadership
failure, it is worth quoting the congressional
committees' report at length:

"Members of the NSC staff appeared to be-
lieve that their actions were consistent with the such an environment that former officials and
President's desires. It was the President's poli- their private agents could lecture the commit-
cy-not an isolated decision by North or [Admi- tees that a 'rightfil cause' justified any means,
ral John] Poindexter-to sell arms secretly to that lying to Congress and other officials in the
Iran and to maintain the Contras 'body and executive branch itself is acceptable when the
soul,' the Boland Amendment notwithstanding. ends are just, and that Congress is to blame for
To the NSC staff, implementation of these poli- passing laws that run counter to Administration
cies became the overriding concern.... The policy."3o

President created, or at least tolerated, an envi- Even accounting for the partisan tone of
ronment where those who did know of the diver- outrage in the committees' assessment, the facts
sion believed with certainty that they were car- tpear to justify the conclusion that the Iran-
rying out the President's policies. C)ntra fiasco was the result of narrowly focused

"This same environment enabled a secretary officials carrying out questionable and indeed il-
who shredded, smuggled and altered documents legal activities because they thought that was
to tell the Committees that 'sometimes you have what the president wanted. Moreover, the presi-
to go above the written law'; and it enabled Ad- dent and his top staff failed to establish an ethical
miral Poindexter to testify that 'frankly, we were climate in which such shady activities would
willing to take some risks with the law.' It was in have been rejected.

MILITARY REVIEW * May 1991 25



encies of both soldiers and their leaders to accept
unconscionable, even heinous, acts as a matter
of course--as part of the "hell" into which they
have been thrust. For example, John Dower de-
scribes numerous atrocities committed by US
forces in the Pacific in World War II, many ac-
knowledged only years later in various memoirs.
Dower cites incidents of mutilating corpses (usu-
ally for souvenirs); deliberately killing or wound-
ing soldiers, downed pilots, sailors who had
abandoned ship and civilians; and torturing and
executing prisoners.31 Here is one example:

"Some massacres of Japanese, like that of the
wounded soldiers attempting to surrender on

tacur and significant l of ---- Bougainville, were ordered to take place by Al-
specific ia d ledmuaip slkiei that we in the lied officers, or at least received tacit support

military (as well as leaders in other fields) see from superiorofficers after theevent. AUSsub-
now and again. It is, threforevaluable for mili- marine commander who sank a Japanese trans-

tary officers to understand the kinds of condi- port and then spent upwards of an hour killing

tions that generate such filures and to think the hundreds and possibly thousands of Japanese

about how they can be prevented. it is worth te- survivors with his deck guns, for example, was

iterating the essential elements of o/eism: It oc. commended and publicly honored by his superi-

curs when pragmatic but narrowly focused sub- ors even though he included an account of the

ordinates, in their zeal to get a job done or to slaughter in his official report. To Navy col-

please their boss, act illegally or unethically and leagues, many of whom were repulsed by this ac-

when their leaders, for one reason or another, tion, the fact that the officer received high praise

have failed to take adequate steps to discourage rather than censure was interpreted as an en-

such behavior. dorsement of such practices by the submarine
By selecting one case eight centuries old, I high command.i32

hoped to show that oiieism is not unique to the This type of incident was less rare than popu-

modem era. Indeed, one need only read Thu- larly. understood. Charles A. Lindbergh, who
cydides or Tacitus to find far more ancient exam- flew in 1944 as a civilian observer with US forces
ples of the same phenomenon. Also, the king in New Guinea, recorded in his journal:
and presidents examined here, before their re- "It was freely admitted that some of our sol-
spective scandals, were each widely lauded as diers tortured Jap prisoners and were as cruel and
uniquely strong and gifted leaders which shows barbaric at times as the Japs themselves. Our
that o/lieism does not afflict only incompetents. men think nothing of shooting a Japanese pris-
Nor is it restricted to a single personality type or oner or a soldier attempting to surrender. They
leadership style. For example, Reagan, unlike treat the Japs with less respect than they would
King Henry, never appeared to manifest "Type g. e to an animal, and these acts are condoned
A" personality traits. Unlike Nixon, he was no by almost everyone." 33

workaholic, and he was not known to place ex- Such crimes, of course, were prompted by
traordinary pressures on his subordinates, more than simply a desire to get a job done or

In wartime, this type of leadership failure in please superiors. A fervid hatred of the enemy
military organizations has frequently led to and a desire for retribution were strong motiva-
atrocities. Uncivilized conditions and known or tions. Nonetheless, it is clear that, in many of
rumored enemy savagery has exacerbated tend- these cases, soldiers had little reason to believe
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they would be held accountable for such crimes, festered unseen from the outside, fostered arm-
Otten, leaders thlems elves either provoked. ap- gance and contempt fo.r the law, cu.,rom ,and too-proved of or silently condoned war crimes. rliv on the inside.

But arrtities are an extreme manitesation of What forms does lieisrn take in miIiar C or~,a-
this type of leadership failure. More often, during nizations in peacetime? Think of the command-

bo~th war and peace, less serious crimes or unethi- er who knowingly allows his supply and mainte-cil rractices are condoned or ,o unnoticed due nance people to hoard excess equipment and
to fault leadership. These are no less tolerable, Ispare parts. This practice is often atonalted as
however, especially because they can have an in- fprotecting the unit from unforeseen contrinen-
,edius effect that rots a units "soul" by fosterin cies and keeping its readiness rare up. Mean-
distrust and dishonesty, inures unit members to while, though, other units that need the items go
improper methos, hides serious defects that without. Wrhat about the platoon leader. frius-
wani ant a dtention and leads inexorably to yet tited with a nonertm ing soldier, who nods
m we aerious infractions. Behind many eoandals his head unquesionn slh \'hen a nquad leader
inolving organizatios, one can usually find a winks and says, "Don't wor , 'r, the squad

lone historv of unethical practices that, having knows how to deal with _,tv, like him." Peer
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I felt, though, that my moralistic arguments
were unpersuasive because this man clearly felt
that "everyone was doing it" and that he would
be a "sucker" if he let himself, and our unit, be
"ripped off" without immediate retaliation. So,
I instructed him to properly order new parts that
afternoon and warned that anyone, including
him, suspected of stealing would be investigated
and held accountable. I later checked to see that
he ordered the parts, following up as they came
in, and I discussed with the company command-
er the possibility of placing company guards in
the motor pool.

It soon became evident that part-stealin was
"pr a te v' f , ad only a portion of the problem. The battalion's

"presurecan take various forms, and I know of maintenance program was a mess. Other shaky
one incident in which a soldier died as a result of practices abounded. Vehicle licenses were being
injuries inflicted during a "blanket party." issued without required training, "hangar

What about the commander who pressures his queens" (vehicles needing major repair) were
subordinates to report high readiness rates but cannibalized and hidden from inspectors, some
fails to provide the resources to achieve them or units were hoarding parts that were needed by
does not ensure the reports reflect the actual situ- others, endless promises of days off for over-
ation? Such "make it happen" leadership often worked mechanics were continually rescinded,
fosters unethical gamesmanship among subordi- and so on.
nates. Retired Major General Perry M. Smith Meanwhile, entire companies of soldiers were
tells of an Air Force wing that had routinely sent being sent en masse to the motor pool to "do
forward false reports to the Joint Chiefs of Staff maintenance" without any clear instructions or
"to make the wing look good." As the newly as- supervision. While soldiers hauled clean equip-
signed chief of maintenance, Smith discovered ment out of vehicles to clean it again, many offi-
the practice and nipped it in the bud. How had cers and sergeants gathered in motor sergeants'
that. situation developed and why had his prede- offices to drink coffee. Around the middle of the
cessor not stopped it?34  month, the battalion executive officer rousted

Other documented examples abound, but I company motor officers, motor sergeants and
can offer a parable from my own experience. 35  mechanics for all-night wrench-turning ses-
As a recently arrived platoon leader in a mecha- sions to ensure the battalion's "snapshot" equip-
nized infantry battalion overseas, I soon became ment status report would show a high level of
aware that there was a widespread problem with readiness. Any vehicle that could be jerry-
"midnight requisitions" in the motor pool. 36  rigged to roll forward on its own power was typi-
One day, my driver came to me, clearly frustrated. cally considered "ready."
He was troubled because several parts had been 'Ludily, before long, a new battalion corn-
stolen from his vehicle, and he was planning to rmander and executive officer arrived in the unit.
"steal them back" that night from the company Appalled at what they found in the motor pool,
whose people he suspected had done it. Surprised they set out deliberately and systematically to fix
that he would suggest this to me, I told him to the problems. Training programs for drivers, me-
cancel his "raid" because stealing was wrong and chanics, maintenance clerks and supervisors
unacceptable. Meanwhile, we would try to nab were established. Hangar queens were hauled
the perpetrators through a proper investigation, out of their hiding places and gradually rebuilt as
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parts were ordered and received. Company com-
manders who had rarely appeared in the motor
pool started to showup. Part-stealing largely dis-
appeared, and equipment status reports began to
reflect the unit's actual state of readiness.

However, shortly after the new battalion com-
mander arrived, so did the division inspector
general's team. Though great progress had been
made, three companies failed the vehicle main-
tenance category of inspection.37 Rigorous ef-
forts were made in the next few weeks to improve
the maintenance program, though no relief was
given in the battalion's operational tempo (also, Why do cases like this, and the others pre-
the battalion was required to move-lock, stock viously described, occur? Answering this que-
and barrel--to a new camp shortly before the re- tion will help us to determine how to prevent
inspection). Despite some marked improve- similar types of problems when we are in leader-
ments, two of the three companies failed the ship positions.
reinspection, whereupon the battalion com-
mander, executive officer, motor officer, mainte- Understandlig the Problem
nance technician and two company command- This type of leadership failure is generated by
ers were immediately relieved for cause. The several factors, any of which may be present sin-
division commander (also new to his job) re- gularly or in combination. First, there are lots of
placed them with a first-rate team that corn- temptations. Temptations to allow atrocities to
pleted the reforms already begun, ultimately es- go unpunished in war may include virulent
tablishing a fine maintenance program. hatred and contempt for the enemy, the desire

What can be said about this case? A virtual for vengeance, fear of scandal, and so on. As for
cesspool of unethical practices had been allowed the more mundane manifestations of olieism,
to fester under several leaders who were either temptations may include competition with oth-
too incompetent or too weak to deal with the er organizations, desire to win acclaim for a diffi-
pressures from above to keep readiness rates cult task, desire to relieve pressure from above,
high. They passed these pressures along to over- fear of failure, or a belief that one's situation is so
worked, poorly trained soldiers and looked the unique that extraordinary means are required.
other way when many of these men resorted to This latter temptation is quite common when
shortcuts, petty crimes and falsehoods to give leaders are under any kind of stress. Admiral
their bosses the readiness reports they sought. James B. Stockdale who, as a pnsoner of war
This bought sufficient time to allow some of (PW) in Vietnam, led others in refusing to sub-
these leaders to escape the consequences mit to the manipulations of their captors, gained
through normal transfers. keen insight into this temptation. He says:

However, the new division commander could ". - . a properly educated leader, especially
not countenance a mechanized battalion that. -**,hen harassed and under pressure .... will
had failed its vehicle maintenance inspection, so avoid the self-indulgent error of seeing himself
he took decisive and corrective action. Being in- in a predicament so unprecedented, so unique
clined to amputate rather than to incise, he un- as to justify his making exception to law, cus-
fairly punished a new battalion commander and tom, or morality in favor of himself.... [Too
executive officer who had earnestly and honestly many leaders are gamesmen who] make excep-
tried to fix the mess they inherited. The other tions to law and custom in favor of themselves
officers relieved, however, deserved to go. because they choose to view ordinary dilemmas
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would ultimately hack at them. Of course, this
type of gamesmanship inevitably becomes self-
defeating and engenders distrust. Smith goes on
to describe how former Air Force Chief of Staff
Lew Allen refused to descend to such dishonesty
and forced his staff to redo an inflated Air Force
program request. 41

Frustration is another of the factors that often
promotes lieism. Henry II was certainly firus-
trated by the obstacles Becket erected to stem
the king's attempt to extend his authority over
ecclesiastical courts. Nixon was frustrated by in-
formation leaks and perceived political "en-
emies whom he felt were trying to undermi
him. Members of Reagan's NSC staff were frus-
trated by congressional strictures that interfered

as unprecedented crises."38  with the policies they sought to pursue.
Stockdale himself refused to compromise his Today, large organizations like the military

principles even in a most extreme and stark "cru- services are characterized by bureaucracy which
cible of pressure."39 Despite the tortures and in- is inherently frustrating. Bureaucratic proce-
dignities inflicted on him during his several years dures are often cumbersome, leading action-
of captivity, he cut no deals to better his own po- oriented or impatient leaders (and hence their
sition and stealthily worked, at great personal subordinates) to seek expedient ways around the
risk, to build communications and cohesion system. Thus, the subordinate who can "get
among his fellow prisoners. Nor would he accept things done" or "beat the system" gains favor re-
compromises among those he led under those gardless of the methods he uses to accomplish
dire circumstances. the mission. As long as the mission gets done,

A temptation closely related to what Stock- leaders may be inclined to look the other way.
dale describes is expediency or "gaming the sys- For example, I once overheard a company
tem." Leaders will often choose, or resign them- commander say, "My supply sergeant takes good
selves, to accept the "rules of the game" as they care of me. He has great connections. I don't
exist or seem to exist. Because "everybody is do- have to worry about coming up short of any-
ing it" outside the formal system, there is no al- thing." On its face, this could be a perfectly in-
temative but to play along. Nixon was guilty of nocent accolade for a good supply sergeant, but
doing this in allowing "dirty tricks" to be played I like neither the phrase "takes gox care of me"
on his opponents.4° The military commander nor the bit about "great connections." Was the
who sends readiness reports forward that he sergeant's duty to "take care of" the company
knows or suspects are inaccurate because he be- commander or to properly account for and main-
lieves everyone else is doing it is also guilty. tamin uait property? Were his "connections" legit-

It happens at all levels. People who engage in 4nate? Yet, it is not uncommon for supply ser-
this practice often consider themselves pragmat- geants who are adept at going outside the system
ic "realists." Smith tells how he saw this problem to be admired for their resourcefulness.
in the Pentagon as the services prepared their The epitome of this type of soldier is the char-
budget requests. Services would knowingly sub- acter played by Jackie Gleason in the old movie,
mit inflated estimates of program requirements, "Soldier in the Rain." A senior supply seargeant,
knowing other services would do the same and he has raised bartering to such a fine art that he
that the Department of Defense and Congress has become a powerful broker of government-
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quences for subordinates, leaders, organizations
and sometimes nations. It, therefore, behooves
leaders to understand the nature of o&ism to en-
sure it does not occurr in their organizadnm.
This article has attempted to help by factoring
out, from various cases, several conditions that
tend to underlie the development ofunethical or
illegal practices in oignhations. These condi-
tions include fnzsration, gamesmanship, self-
interest, hyperambition, narrow focus, mis-
guided loyalties, inattentiveness and several
other kinds of temptation

The only way military leaders can eliminate or
mitigate the effects dthese conditions is to wcdk
deliberately and proactively to establish and
maintain an ethical command environment.
This is important at all levels, especially for se-

himself that led Nixon to collude in a cover-up nior leaders since they set the moral tone for
of Watergate? their subordinate organizations and have a high

Finally, inattentiveness can lead to disaster as degree of "ethical visibility."43

well. Leaders, especially busy ones, need to be The short chapter on "Professional Ethics" in
able to delegate authority to subordinates who US Army Field Manual (FM) 22-103, Leader-
can use their initiative, skills and experience to s&P and Command at Senior L"s, provides a
get things done. This is good for both the leader good start for determining how to go about es-
and the organization. But avoiding microman- tablishing such an environment. Armed with a
agement and developing initiative are not ex- knowledge of the conditions that foster olieism
cuses for inattentiveness. The leader bears the and a determination to discharge their ethical
responsibility to ensure his subordinates are op, obligations as laid out in FM 22-103, leaders can
erating within accepted parameters of law, cus- go a long way toward eliminating the potential
tom and morality, for such a failure in their organizations.

As Stockdale, who won the Medal of Honor
What Can We o? for his extraordinary courage in leading Amen-

Oieism-the problem of suxrdinates acting can PWs in Vietnam, wisely suggests, the best
unethically or illegally to get a job done or please leaders are "transforming" leaders who devote
the boss and their leaders failing to take steps to much time to these concerns:
discourage such behavior-occurs far too fre- "Transforming leaders instruct and inspire
quently. Olieism can occur in any large organiza- their followers to recognize worthy needs, and
tion whether it operates in government, busi- they make those needs their wants. They have
ness, academia, religion or some other field. In a wayof raising their followers out of their every-
the military, it happens during war and in peace- hy selves and into their better selves, of making
time. It is not restricted to certain personality them conscious ofthe high-minded goals that lie
types or leadership styles. And it can happen, as unconscious beneath their self-centered desires.
it did with Henry II and presidents Nixon and In summary, the transorming leader has the wis-
Reagan, with leaders who have otherwise shown dom to read the minds of his flock, to understand
extraordinary leadership skills, what they want, and he has the persuasive power

The cases examined here also suggest that this to implant the latter into their hearts."44

type of leadership failure can have dire conse- Being a role model is not easy. Demonstrating
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uncompromising integrity, inculcating values But accomplishing the mission involves more
and standards, developing appropriate ethical than just "getting things done." Over time, it
norms and building mo~ral discipline in an orga- must also involve building a healthy, efficient
nization tukes wisdom, patience, deliberate at- and accountable organization that engendes
tention, careful supervision, persistence and lots and deserves lasting trust and confidence from
of precious time. It also takes a high degree of those it serves. The leader who does not actively
moral courage since it is often more convenient develop an ethical climate throughout his orga-
to allow sh-ortcuts and bending of established nization or who simply allows day-to-dlay pres-
rules if, by so doing, "things get done." Rewards,' sume to distract him from this most fuindamental
after all, accrue to those who accomplish the of leadership tasks cheats his country, his organi-
mission, not to self-righteous failures. zrtion, his subordinates and himrself. AIR
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briad c hrards in ta-rsec n 192 leer n titte t he ot ill estia lenfient
fuc0415 em nthng"ZE th do Wiv hard: a- n-or Hop mo ernwr,-nd thes onynetatunern

wei> deag o t anact on l eay thae !i 11 way theI cfrcmsranPcs c n be ip rov and o. oun ,

devlopther jnio leder. . - ... .trLed.,. [An army! in action is doomned to de-
Atiem-phasis on l:'eade deelpment;1 lhowev- strucrion without the trained and adequate

er , I ogctaIng int th e A rmy.T Durn t he en ed(Ier hi p o officecrs?



Th-e -Army , contemporary leader- develop- her-evenings poring over telephone book~i
mient progams rest on three pillars: institutional maul! n lohasfeun es that
training, -opera icrn ainersa&el- M Shsever worked and-never will 1tui
development ,.--lnsritut tonal training. encom- the matnuals are never available and arx-u
pa,-sses all of the military "schoolhouse"' Lhining wieldy anyway. Andocaionallyoneflnd iid
and educatioriale~der receives.: For officers this-
inch s' - s as the officerbaica nd ad-
vance n iss as wellas-the-.&,rnbieTh M 2 is nfkP
.Aris, SeziceStaff, SchooU (CA& h for 'aii'SQfT.ir4or #i o rqw
warrant olehoofing such as the sehor ard :hemmmkr~detobnng?
master.,'wam .arit officer, training coursest for: -to nonmitsswii.rt4,k~i s. Utde~a

NC~, dp~fthe Nor-commisie Offl- Wput b& aorbebrdnn
cer Eduatir~z~ (such as the Piiim a&,% idivida r~ oeioen
-rship, D~viuniz Cct ofr th0aiNr- f_ 0&

a variety- o(tehic riing opportunitie, as,;. 'sure idta , 4l -000r*4W
well ateiiiOfferd by -the6- Ce iiv4n it, o m steti A6.gt&

Army e~d~s~iUSArmy .Comnn arK~ d-,4,X L
General.S~ 06ee(USACGSQG

the leader~ Thccurs as part of unit-trininig as knowledge of MQS, has not. spread, throohv=t
theleaer ~ese-through sequentiat-devel- the Army andthe reaction toMQS is,'U
opmnr asi~nens.In operationa assign- tEirth is that? I never-heard 6f it!"

merits, UhId~ e wha] t W'aS learne i the' Thsh6 hve not -,' 'heaiff of M (~
schoolhouse, 'ge'_ feedb~ack on whether he has encounter it in the, future, and although somei~bf

*atta inedl the 'standards and deve topst a- sense of the comment s just noted may have been -tr ueof
practicallreair--about. the profession. -Self- earlier, veisions of.MQS, -they are -not. true.M

* ~developeticldshce activities i leaer* Th sd MQSthatisn bein fieldedis
undertak ] rihis own to increase Fkolde a Qh~fies ~deo eur i ~i
othfs of f spoesnnh~ig anide to veote, traihng time. to nonmini& t
and wnting, off-duty -study, and education and related tasks, it does not put. an unreasonable
corresp6ndence'rx rtexample. burden-sOn the individual officer, and it doei~

For commissioned'officers, one pro~pr di-' consist o~f voluminous texts. Rather, it is adJel
reetly related to eachof the three leader develop- opmental tool-a means of tying together,-the.
ment pillars currenty receiving great emphasis is three leader development pillars to ensure that
the Military- Qualification. Standards, System. all commaissioned. officer leader development ef-..
(IMQS)t.MQSisii'oA new-, infact, it firstw*as iin forts are-ineigaed, progressive and sequen ""rl.
plemented iAi9W4,-Today, however,, reactions, Let mi, d'escnri' MQS -in sdom detail frft6h-
to MQS var-y throughout the Amiy One often pcrspcctive, of the individual1 officer.
hears &,miments 5'h as, il-snkt thati an. SQt: , An officerfirsrtcntact with MQS occurs in
(skill qualification test) for officers?" or 'lTat's precommLssioning tmrainng. Regardless of the
the program. that requires commanders to devote type of precommissioning progran-Reserve
already limited tinng tir* to training their of- Officen' Training Corps (ROTC), US Mii*~
ticers on tasks unrelated to the unit mnissions!" Academy (USMA) or Officer Candidate
or "MQS put an unreasonable burderi on the, Sch-ool (OCS)- -the cadet or officer candida.s.
individual b5fficr-it requires a lieutenant, Who issued an 'MQS miinual-when hie or she starts
hais little enough free time as it is, to spend his or precommissioning training. This ma'u1.l
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" The Total Army concept.
Every cader_ fieraddt Trining.

must 44.lt 0i-o.rstin wriUtm As you can see, the MQS I tasks and PKs cover
co mmwi*~;beb iand all of the basic soldier and leadeiskills. The surnm

4il m i -ty a e .z dge, mary pages in the manual are not intended to
meida1~dta IUciritvstui~sare" serv asthe. primary trainingnmaterials, hwevezm

reci ecadet s i-i,-The ceetas rlhry instructors are provfded.
Cadet Offe, fss .--. ith training support packages that include .I
are- ,.oeda ter cy CU-, son plans, practical -exercises, student hwidbnts

---. and extensive references to use in preparing hir
fiel td y i.y;. i.::.:.. classes. The MQS manual is intended to be are'-

source for the cadet and to serve as an aid in- pre-,
paring for and reviewing instruction received. in

outlines tIoqg ra-ni~is- te lsro or dring tfI trainn
ter befo "T &'nm " -The- a wilI find the profesionalrili-
conaaipzy,, I ta education require..ments forprecommiss nv

standlard& Q'peties c ing in the MQS I manu. Prfsstnl iiarf
task; Wh~ ~~p zj~vhe~MQS maiiual education provides the cadet withe cdenc

he will firiataskin d o inareas": t" foundation necessary to support intelleatu
Drillknd! ceremrnonfs " . growth. Every cadet and officer candidate must
Inspection. take at least one course in written communica-
Writtenand oral communication. tions, human behavior and military hisUnTy

* Opeiations and tactics., Ccrses in management and national security',
* Land navigation. . .. . .studies are recommended but not -requireL:.
e First aid. -  Cadets are told which specific courses are ap- .
* Phyiical fitness..,-, proved at their respective academic institutions
SWeaons - ,.for the required fields of study. Cadets generally,

* ,-,Ndckaic iokbicand Clemalei(N ) arexpected to obtain a baccalaureate degree be-'
defense- tig~ ': -  -.. -. "fore being commissioned and must obtain a Lac-

* -Army trnig '.55 -/-- " ' : calaureate degree if they want to be competitive
-0 Radio, and wire communication, in the selection for promotion to major.
Some of-lnformatiorr'the cadet or officer, . Arred with the MQS I manual and having.'

candidate mus't know is not directly observable been trained in a precommisioning progam on
and cannot be demonstrated through direct task. the critical tasks and PKs addressed in the manu-
performance. This information is presented in .al, our cadet is commissioned, pins on the gold
MQS as professionA knowledge. subject areas- barofascondlieutenantandheadsofftotheof-.
(PKs). Summary gesalso are inchlt-dn the ficer basic ccrse. At this point, the officer tran-.
MQS I ma al fx PKs in the folwinoagIem, itioi into MQS 11, the next level of MQS,

* Air;ind Battle doctrine. whicul (c comp,.ss all the trainif ;t an ,ficcr re-
* (om) tt N.-rVke %,rr. aq. , a licutetant IdO captain, MQS 11
* C' Trm,1arid'd ccritt ii, sho ild p tpmtheOw ofictr to perfonn wartime
* IitelliehCnt. titw6, to be p,oU t ed to nrjor and to ilttcm

e, Leadership;--.. USACGSC-level schooling.
o Low-intensity conflict. The entire MQS, of course, is intended to be
* Military history.'." :.progreive and s-euential, so the training an of-

e Mobility and' survivability. ficer receives iii MQS I builds on and reinforces
* Soldier support systems. the training received in MvQS I. Upon arrival at
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the officer basic course, a diagnostic test will be PKs are organized, into, the'following area -th
administered to determine if the officer is profi- Seven battlefield operating systems (intrell0Ig,
cient in MQS.I tasks. A lieutenant who does not maneuver, fire support air defense, mobilit'"i
meet the standard on MQS will begin a personal. survivability combat service support,, andcom
remediai~g''=y_;ri~tnig-supported by the.- rnan cbnl), Airaid.Batl
schooL U irefi-we,- officers -need, to- retainte leadership, training, hisoryandsolie

MQS I antiaWsystems.
VAhile -all, cadet-, are expected to master the -In addition, the common manual incklue,_p-same ciital'task in MQS 1, Q1 . irxtorpo.'; pnie-oeighshocmad Snl
rdte woevelopental qreLs--coruimon and unit commander's responlsibilities for MVQS5 and

branch. T71he common tasks arnd PKs are those an appendix outlining the MQS 11 readffi~pmt-
in which all lieutenants and captains, regardless gram. This program is built around a foundation
of branclh, are expected to be proficient. Branch reading list pf 19 books in, general, histrW-Sus-'
tasks do 'riot apply to all officers but, rather, are -tainment,. ,technology, ,tr-aining rnianagetnemir

specific"o the ofis of a particular branch.- com0 n ercesi~h nature of war, tac-
To llstate, let us suppose a Lieutenant (LT)~ rc-dwafginnd low-intensity conflict.

Pton, ha b&mnkc'missioned into~ the armor- rveryconpa gaeofie is expected to t~acd
branch: Upon arrival at the Armor Officer Basic 10 of these books by the time he is eligible for
Course,: he. will receive two MQS manuals h promotion to major. The MQS 11 Comr
MQS W1FGirm Manual and the MQS 11 Ar- Manual thus structures, to some extent, the Ire"-
mor Branch MianuaL. The MQS 11 Common tenants. self-development progam.
Manual i similar to the MQS I mianual. It lists,. The MQ,- '11 branch mnanual coven,~ jhose
and inckidcs summary pages for all critical corn- branch--specifi tasks in which the officer ise
rion Iieutmntn ta&k and PKs. These tasks and pected to be proficient. In most cases, 'the
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branch mnualswl hALL- e theirtaSKS grOtuped ing in the A rmor Officer Basic Course. The' fwr
under the barlefield opemtingsystems. Task ther identify the Annywide standard LT Patton
suinnay pages for b cbnh'sks aivincu(,d in must achieve. In this manner, the commander
the branch manuals,:LTPa~o IAmNQl r ' can determine where-to put his emphasis on- in--,.
Branch Mauiial, for e.arnple, wilhiave txhe most dividual officer training to b'iild on what the offi-

cei received in the schooihouse.
F-This is 'not to say, however that the com-

WQSU.inczor;ai .o , . ier s respoksihle fztr tirng LT Patton art ,
mental area -co i w'. i every criticaliiuienant ,skrnot coveredin they
The comn t i k. r ' iihd P Kw ii wio i basic course Th-bi idr 'can taior' his

w'hih alt lleu ant im4 0p.(n:-, training to support hismission-essential task kws'.
regrdl-brancA, aee et -be- (METL). He'sh6uld use the MQS mari as
,rpro, fidai &[:11"t.. Br:znd tapp., to-. "menu" from which to choose importat:

l UC b u;, 1t IMET L-r a ted tasks an to provide an A unyof7ers qbz : t -iiJaan - wiJaest hdKt for tlhose tasks. LT Pt or 1n nt ,04:"

V Lew thie ipa'nals for thietrairnighe re eiVei in
the basic course and It&fii the task s5 i-.

critical tasks" fbr -aror, ied-u s relating to ardsforhim. Fially;tlennualscnbeusedby.
"moving and slhooting.' 2JXn areas sc.h as inrelli- the commander in designing and the offcer in
,ence or deftxise, the only task4i~ted .vould be completing a unit officer certification progra±E
those that are critical for company grade armor As LT1 Patton gains experience and demon-,

o ers . . .. strates his competence, he will be assessed.and_
Now that LT Patton has his MQS I common sabsequently developed through assi(nment to

and branch manuals,; what does he do with different duty positions. As he goes through his
them? First, he should "u-se the marwals as refer- three to four years in the battalion, he rmay serve
ences during the. Armor- Officer Basic. Course. as a support platoon leader, company executive
vost of the instruction he- receives during -the officer or battalion staff officer. These develop-

course willibe'the. cn c ) nd .rh mental assignments will provide the opportuniy..
lieutenant tasks ident & n h 6. 7The to broaden his experiences and should incr;se..
task summary pages in hi-i a'ssist LT Patton's overall proficiency.
him in determining not only what the critical Periodically, he should pull out his MQS II
tasks foc an' armor lieutenant arM*but_ also what manuals and review, the critical.-co anA.
the performance standards are. Second, when branch lieutenant tasks. There may be some
he graduates from, the basic cou-se, he should tasks that are not being trained in the unit be-
take thcC manuals with him to his first assign- cause they are not related to the unit METL In
ment! They.become -even .nore'important. to this case, LT Patton must master these as part of
him once he' is out of the schoolhOse.., his self-development program. The task sum- -

After completing the basic course-, LT Patton mary pages in the manuals should provide the in-
i das.-,Aged.to a tak battalion at Fort Hood jex- formt ion on tasks, conditions and stndards;
as, and his first assignimenit'hsa'"sa ankI"patoon , .d the references necessary to become profi-.
leader. At this point, the MQS 1I manuals be- clent in the tasks.
come a valuable source for xth.LT Patton and "Tle MQS thus ties together the three pillars
his commander. For the commaride, thenmanu- of leader development for LT Patton, his school-
;ds scrve a couple of purposes. They identify for commandant and his comntnumder. Institutional
hiM the critical common and branch..tasks in training in the Armor Officer t sic Course, op-
which lT Patton is expected to be proficient and erational assignment-s in the tank towztlion and
indiciate in which of those he has received train- UT' Patton's own self-development program
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moted to c Idtainl -T)ase s'*4 hcoleehi.btrnedo l rtia ati assi h
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ton wrillfc igoticai eam ienati whenve tksmai pagpe i Cth manua agin tab
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Centimor thii LT~ n~~e1 haton 64i~ the critkea -iasksWithucted years. Fo~S-lo*'

mted stoa, CP T a :- iifin he m eigh iis' s~eg thadned al*coursc PT aptin s isn t edl
rmedi a or odo durne adanCPa-vanced course.-tGemn, nitiall to no ore rde' p

thewimorfchool miayi easiatimn buwhenh t-eaisk section. Duresing thisan assinet CP
epnsibtye~fo ganngpoicec isc th.ofi.. )Putoe d ht oe ftheriden of hi
ce,amndhsMQt-lIgse-F nual shudsteah~dvlpetflon ha prhoulders., M

gusecide 6i i t~e u Th w,Tau'tle opeatin'ofcer nd eciv
Ta rhe Q the manurals inlevciiaearin ie l codvl iimdntrbusethdeeopmetAS3 th

force intearCP ion~..Si~al tihe hashasswhch isrm now reposil and
capaintaks n he QS IArourseanch inetalishinta the reurandarrd. bidingo

TMean-nal will oay, aroun the bttdedo the r-eainstction hDureivei thisgnent daced
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course TIill~ tnipenIsefo cor and' branch--critical -captain tasks, anid on
pany commiiand by ensuring he is, compey.mtentinm picred the required foundation reading foxzM.
critical"cpants~"I~~lbl~locmlt pariy field grade officers CIT atos

move throughth&"pis~ae.poinefroQ,~
Wlie mtt as ~e brigae to MQS.1I (field'grade).,

commt~a dr1 in conucto th 3~ tions CPT Patton is now- prepared to be prooe
branchmari~ mus ~ ttt~i i .id major aQ fo# CGsZeelsholng

det4:eaello tow sure he-,s iead t mve through this psS
muesehesuccesfully 'T~ki e . Point, CPT Pto again will 6ike ad
comp~ek " OA test when he enters te Command nd
ton' s &ff ski6,4hS'ist hi-npefrin i'-Stafdf Officer Course (CGSOC) (whet

duesai~asta .Officer ..* dent or nonresident). Th is test will assess
Aft"'tosscin ficiencv on critical captain tasks*"

~Afery~ainhebigdfa1nd M ~ sjistdescribed ae

AgLi the, MQoveusefu[ 7.siong)haL, ben '"s ince 1984, anipw
*f&;4 for 10. in& aten-, u ei~ndl d ~ C

tifying sociae triJn mpo .package was
trained in-the.- ncccofe rc In hefilping pleted inMay 190W; MQS I' (company gI~

the~ ~ ~~~1 comOdrtituelA ~jidual leader. currently is being fielded.- Distribution
development programsin th :uut. For CPT MQS 11 common manuials began in jat
Patton, now aco'mmander himself and responsi- 1991 and the first of theMQS II branchlmanzal
ble for developn hisowr 'it~r~heMQSI 11-,in March 1991.
manuals, also canasisthirdbln~ sucturinhg a lead- MQS III forfieldgiade officers; is still uadr&i'-,,
er development prga ih~letiat. velopinent. Continuing MQS at this level -

After two yer f om an'Patton rev- tremey copek becaiuse field grade officerse.
turns from overseas, compktes an ROTCCadet developed in, five areas:. -common, branch, fiinc,:

Commanda to" ~ , ional.area, joint and acquisition. For the ne*
signeioonrwomJeemust promoted MAJ Partto4 for example,, develiW

assume rhf Aaw,:d!"p iitty is ownde ment ma,, include. institutional training in h
velopment while in t6i assignmenrt, and his common area (completing CGSOC), opera -'
MQS W-common. k4 armrb hhmnul. tioiia1 assignments in bth his branch mrid i
should be useulresources in maintatiig 15ranch functional a~reai (si'~ch.as batalion executive o

profiiencycer and assignment, to a division orcrpsiopera-
At this point, CP T Patton will be aipproach.. tions staff section), and inistitutional training,

ing the zone of consideration, for promotion to and assignment in the joint arena (completion.
major.. f-k will av been'-Ariig* fuinct inl of the joint operations- course at the Armed'_

are dsinaton(i hi cis, pemaions, plansm Forces Staff. College, folloe by assignment to

and, tanng) at about his fift-iyear of scrvice -a joint or combined staff). t rgesvl~
anupon compOIetibo q h' CCtour, s as .- _4 As you, can see, continuing t rges

signed toa functional area'porstioittn the Coihi- and sequ'entially develop the field grade offcet
biued Arms Corinand, at Fort- Leavenworth, simul taneously in three or more areas is extreme-
Kansas. Having co'mpletedthe recwxired schcx'ls: ly difficult,. To ftirther illustrate this point, deel;
(the Armor Officer Advanced Course and both optnental rekluirenments in the acquisition area
phases of CAS3), completed his key armor cap. are extensive. The creation of the Arm), Acqtfi-
tain-6evl developmnental assignment (company sit ion Corps requires primacy in ani atquisition
command), attained proficiency in all common functional area. Beyond the eight- to 10-year
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MWS

mark, the bcusfan offier's careerlx'cdIvt sponsibilitty . a'specifically to comi
acqusiton e~a~L Ohernodfk~i~G the i- -,;serve on high r levelioint service' s tic

ment. ' ~TeM $Ireddg
E&fxt Mr fkt grae le adeor: d eve 67rienft "are iY b uilt 0rwuiaundation r .r

wng., ~ h ftI'es fc- -Of 19 boo i i ~enr~it

Ls W~ in to asisttk ~ in ht- omu d ~iL k hpt

should be~fielded early in 19921 When-available, intensity confl],. very -company gm*,.
the appropria -tictional area manual- will be' offlcerj it 16ecedt read 10 oflh*kw.
providedi to .4ii,,qffcer on designaton of. his- books by./iiwf seiibfu~c
functi&riLA. i ~ **l',~~'

development As~rvso pr~~e~fte..~,
Army Pam C)-3 C 7 ~je a' IAm is 'h t ficers prXmtt

Professoria~ D~'ekmen ari Urlizpon~This~ clonehboit &-MQS III and haervi
pamphlet, wilb sfun developinga n ' Aa- wll c6Mplet 'SS-kievd choling.Thri'
aging careers for, all officers, but it will be particu- nfcn aermngmn o eur~
larly relevant for field grade officers for whom ca- such as the five-year career plan for ge ne="VO
reer paths can become very complex. cers prepared by the General Officer M e

The final area of focus is an MQS Ill leader de- --ment Office, but development at the 06&jd of
velopmentrniatial. Unlike theMQS I and Il - colonel -ard-b~rynd primarily focuses*6o'&81f!--
manuals, the MQS III manual will include short development and' self-st~dy
descriptions of the broad areas of knowledge MQisntdetotkthofcrfrmp-
with which field grade officers should be familiar commissioning training to SSC and to help the
rather than specific tasks. The MQS III manual .fficer, his commaners and his school cornmn-
will b&6-nent&P tb6ward self-deve -and,' , t !r- s truc'ture a n .integiated leader dive1-
will highlfgh'txtfrvdation -reading; cdrrespon-- ment prograrn. In identifyin the crital1b&

-dence courses and assessment. and other developmental requirements at ea~h
Sior' servie college (SSC> is the last institu- stige of an officer's career, MQS will providethe&
tinltraiilinums of any length an officerwill tools through which institutional trann;p

attend, and development beyond this point is erati'onal assignments and self-development
not as structured -as at the junior grades. One of will contribute in an integra ted, progxressiv-e and
the goals of MQS III is to prepare anofficer for sequential manner to create leaders who can ex-
SSC-level schooling. The other goals are to pre - ecute the Army's missions. It will be up t6 b 6i
pare officeil'to- krve in positions of greater re- of us to ensure that the t ool is used properlv!P AMR

&e et Colonet Vliani A. Kottir-fc -Leader Education and Tratnirg
D~evelopment !htinni, Cernerfor Arry Leadershi, US Anny Coind~u cmid Genecral Staff
Co~ge(USACGjSG),Fort Leavenuvnih, Kansas. He rcciv'd a B3.S. frrn the US Milhai-y
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Major Joseph R. Palmer, US Army

As the euphoria of the victory in the gulf subsides, the drawdown
of the US Armed Forces appears to be regaining momentum in
Congress and elsewhere. The author correctly surmises that leader
development will be even more critical to the capability and
readiness of a reduced force. He describes the components of the
Leadership Assessment and Development Program and the neces-
sity to press ahead with its full implementation.

IR, I've been assessing leaders for al- He is first to get the job done and has higher
most 30 years," sid the sergeant major. standards than others. He never accepts defeat

"Yes, I'm sure you have Sergeant Major, and or even mediocrity. In fact, he always seems to
I'm sure you're good at doing it," replied Lieuten- be a step ahead of the other first sergeants."
ant Colonel Smith, the battalion commander, as "Okay, Sergeant Major, that makes sense.
he looked up from the document he had been Now, look at how he acts rather than reacts to sit-
readinJi,. uations and give me a couple of specific exam-

"So why is this new Leadership Assessment pies," Smith continued.
and Development Program [LADPI being im- After a pause, the sergeant major said, "He has
plemented in the TRADOC [US Army Train- done more in three months than the other first
tlni and Doctrine Command] schoxl system"' sergeants have in a year. For example, he com-

continued the sergeant major. "Why do we need pletely renovated the recreation room in the bil-
a new way to look at leaders ?" lets-even gzot his NCOs to help repair the furni-

"Well," said Smith, paustng brieflv to organi:e ture. l-e recogni:ed iNre h i in the iotor tX\)l,
his thou,4.hts, "let me tr' to answer that by ask in, istituted a new crew maintenance procedure,
vt11 a couple ofquestions." He motioned for the which encourages heahhy competition among
sert-,eant major to have a seat. crews, nd recogni:ed those who performed

"Now," Smith said, then asked, "what is your well." The sergeant major continued, "He cor-
.ic,1nent ,f First cricant lones in Charlie rected e..ver'a supply shorrcomin,' Iw _ riestin
( inpany? '  .t thesupply sergeant a new method of account-"lie is topnotch, sir, one of the be-st noncom- 'In.,, fo~r field g ear and equipment. Als. ..."
fill."ioned (ifficers [NCOslin the brigade," camie "Okily; super." internipted Smith with a bip

the quick response. his ce. He picked upa piece of papr
%-,,i d v, c *'" ;e little mre -pccific ? Ii t what fr( ,m his desk and hmded it to the -ereant ma-

1, 11t 1N [It J(11101 timt bring:, you to thec ,tmdu.u- t ,,n -ir. "Nt w, t, e i il, k ,1t thlr, ili ,0I 11W. 11111 IC,1 -

tht lie is topno~tch, one of the |best.r' ership cate t.ories of I,ehavior, called co1mpexten o

"Well, sir, lie doesn't jst react to fris, hc acts. ies, currently thund in US Army Field Manual
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IFM1 22-100, Military Leadership. If I asked you Army leaders' self-development. Leadership
to place each example of Jones' behavior into assessment provides student leaders with accu-
one of these categories, tell me where you would rate, uninflated leadership evaluations and
categorize them." nonthreatening developmental feedback. This

The sergeant major pondered the list for a mo- feedback contributes to their professional self-
ment. "Well, sir," he said, "it looks like sodier development. LADP is being implemented in
team devebpment is the category or competency
for renovating the day room, and perhaps tecni-
caland uwalproficency would be the competen- A leader prep s his
cy for the new maintenance and supply proce- self-development plan by compiling
dures. But it seems like the competency decision assessment results into a summary and
making also applies to both examples because identifying areas needing improvement
Jones decided to initiate these actions." He creates a dew1omnta action pla

"You're right on target, Sergeant Major," the using goai-senig crieria that is
battalion commander replied. "Now, let me ask achievable, measurable, specific and,
you another question. Do you see the possibility most iNqI&W reamsc.
of using these competencies, Armywide, to pro-
vide developmental feedback to our leaders?'

After some thought, the sergeant major re- TRADOC resident leader training courses that
sponded, "Yes, sir, I do. It would force us to reor. are longer than five weeks.
ganize our thoughts and allow us to speak the Self-development is considered one of the
same language when talking about Army lead- three "pillars" of leader development. The other
ers. However," he continued, "I don't see how two are institutional training (the Army school
we can classify all leader behaviors into these system) and operational assignments. Together,
competencies. Some behaviors can probably be these three pillars provide the supporting stmc-
classified into more than one competency. And, ture for leader development in the Army. LADP
when using these competencies, how would we complements all three pillars and facilitates a se-
evaluate the leader's performance in each area to quential and progressive system of leader devel-
give him some idea of how he is doing?' opment. During institutional training, student

"Yes, Sergeant Major," replied Smith, "the leaders are assessed by trained assessors, and self-
same question occurred to me. My original im- development feedback is provided. Student
pression was similar to yours; I thought I had leaders then move on to operational assignments
been assessing leaders for 20 years, but this new where they apply their self-development plans.
leadership assessment process looks like a better A leader prepares his self-development plan
way to organize our leadership feedback." by compiling assessment results into a summary

"This could be a useful counseling and feed- and identifying areas needing improvement. He
back method for our leaders." creates a developmental action plan using goal-

"I agree. Take another look at this LADP setting criteria that is achievable, measurable,
memorandum, Sergeant Major, and we'll discuss specific and, most important, realistic.
it again later," said Smith as he got up to leave, . Labeling LADP "new" is actually a misnomer

since neither the assessment process nor using
WVERSATIONS such as this may be assessment for leadership evaluation is new to

" taking place within many TRADOC the Army. The US military actually initiated the
organizations as a result of the new LADP assessment process to help select candidates for
TRADOC recently issued guidance for imple- intelligence operations during World War II.
menting LADP in resident leader training Since World War II, using assessment for both
courses. The goal of LADP is to contribute to selection and development has taken place in
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agreement with the concept of "developing
Assessment rul am commony Army leaders," the reality of implementing this

used for one of two puwposes: to select concept wing assessment methods is character.
for a pw ic r posio or to provide de- ized by less optimism. This is a natural reaction
velopmenAfeegd o t individua to the program due to constrained resources (a
The CMWi CO11MMW LAP is cutenty tighter budget, fewer personnel and lack of

using assessment for seecton... trained personnel) envisioned for the next sev-
wheremTRADOC's LADP is using eral years. This view will change with continued
assessment soley for development. success in training and education about LADP.

Implementing leadership assessment for de-
veloping, as opposed to selecting, Army leaders

many civilian and government organizations. represents a novel application. It is important
The US Army Reserve Officers' Training Corps that Army leaders understand the difference be-
(ROTC) Cadet Caoman has been using lead- tween leadership assessment for development
ership assessment successfully during precom- and standardized performance evaluations such
missioning training since 1982. Thousands of as noncommissioned officer evaluation reports
government and civilian organizations (includ- (NCOERs) and officer evaluation reports
ing IBM, AT&T, the Federal Bureau of Investi- (OERs). A common misconception about the
gation [FBI) and the Central Intelligence leadership assessment process is that it must be
Agency [CIA]) are now experiencing great suc- nonevaluative. Nothing could be further from
cess with assessment methods. These organiza- the truth. Assessment is, in fact, one of the most
tions use assessment to select applicants for posi- sophisticated formal, objective evaluative proc-
tions and then develop them once selection esses in existence today (fig. 1).
decisions are made. In fact, the applicants' The confusion lies in using the results. Assess-
assessment results are often used to diagnose ment results are commonly used for one of two
training needs such as communications, time purposes: to select for a particular position or to
management and supervision, provide developmental feedback to the individ-

The Army issued instructions for implement- ual. The Cadet Command's Leadership Assess-
ing LADP in October 1989. According to ment Program (LAP) is currently using assess-
TRADOC Deputy Comm er for Combined ment for selection so it may be seen as evaluative
Arms Lieutenant G :netai Leonard P. Wishart to the casual observer, whereas TRADOC's
III, LADP will "grow '_r a comprehensive pro- LADP is using assessment solely for develop-
Lram over time." Although there is widespread ment. Yet, both are evaluative sstems.

Assessments are Evaluations But
INDIVIDUAL ASSESSMENTS PERFORMANCE EVALUATIONS
Evaluate student behaviors. Evaluate performance on the job.
Predict future abilities. Usually. measure past results.

Are nonthreatening; therefore, UNINFLATED. - Mky be threatening; however, INFLATION is

Require "trained" assessors. common.

Measurement tools are quantifiable, standard- Require senior-subordinate relationship.
ized, usually validated. Measurement tools may not apply to anyone

Assessor "bias" not likely because judgment other than the person being evaluated.
calls are minimized. Require judgments and may be biased.

Figure 1.

44 May 1991 e MILITARY REVIEW



The ROTC Cadet Command has been using leadership assessment successfuly
during precommissioning training since 1982. Thousands of government and civilian

organizations (including IBM, AM& T, the FBI and the CIA) are now experiencing
great success with assessment methods. These organizations use assessment to select

applicants for positions and then develop them once selection decisions are made.

Individual leadership a' sesment for develop- competence to perfortm leadership assessment
n-t uses the assessment process to identiht objectives. Normnal performance evaluation-s re-

-411den leaders' tren,_th, ind \\e'kne-ve..A quire i senior-r-,tibordinaite relarion~hip that
tacultN- couniselor then ,,ive nonthreatening de- mnav be characteried bv a nivriad of biases.
velopmnental feedback. Leadership perfornmince LADP tnininices suich biases, because assessors

cVil~tiib uch&a, NC.O[R- V,, a 2, 1'lIiCriVe ire trained to objectivel\ record.1"' adc a1\itv tu-
C\*luiation rr(ce,, to &'nri1th leader trrem_,th, dent behaviors-nor intention',. potential or
And %xc~ikne'-.c, in the ticid. Pro nw rionm. ci li- ,verill abilitv.
nations and other selection decisions are then TRAD)C resident leader trainine, Courses
1,ased on these results. NWrh asse.ssmenits and provide a positive trainin.z environment tor
(,% Ii iation, require tmduiienr' ,n indiidmil be- Army leaiders thait 'uppowt, Ic idershir 1-s'-
ihaviors. However, the pertormance evaIluation ment for development. Thvs environment sup-

ni, More threatenint, because it deals wvith on- - p wFx~ts unintbated leadership assessment results and
tht.,Job 'ticces.; th.1t trindlate, toi oh ecurirm. veCr\ little a\sess orhua orrwoa n. First~asses-
r1ritit )t tons, mone, and .o on. The realism n of sors often evaluate the student leader during onlv

duyfirst" inherent to field iiunmnenrts on,;,e event, and the%-,are not direct -ln 11iCUperiors
n~ tt ct impare to the miore relaxed "learnine" en- wihi th rn hi." Second. the results
\ir, snient assooaated with TRIXsc-hols. from all assessed events are not as threateninLg

L.AlPP requires ,issesor\, who ,ire well-tratied. 'ince final assessment rept-r are not tied to the
Thi'. tr~iininL ensures cadre: and tAcilr\-ebes student leader' Academic Evaluation Reports.
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Before getting too involved in describing assessments taken during advanced camp to se-
LADP further, a briefhistory of leadership theory lect cadets for commissioning.
may illustrate why we uge assessment. Pre-1900 The Army is increasing its emphasis on leader
researchers believed that leaders were born (na- development. The study by then MajorGemal

Gordon R. Sullivan, published in spring 1988,
specified more than 50 leader development ini-

The TRADOC reW lade tiatives and established the Leader Develop-
bwiug-coaurve (provie ui&Jled ment Office as an overwatch agency to ensure

leadership assessment resul t and very those initiatives are implemented. One of the
little assessor bias for two reasons. Sullivan study initiatives directed TRADOC to
First, assessors often ealuate the build on the success of Cadet Command's LAP

student eader wbW al one event, and, in effect, created LADP. Unlike LAP, how-
and Ae ar not frec4Nne superors ever, the Army is using nine competencies, rath-

w*hk dw "m & er than 16 dimensmios, to meuire leader devel-
opment. Why nine competencies?

In 1976, the US Army Administration Cen-
ture), not made (nurture). This "great-man" ter published Research Monograph Number 8,
theory postulated that great leaders emerge by A Maixof OTpii ond .ea L& i m .
virtue of possessing qualities or traits ofgreatness. This report was the result of a study of civilian
These theorists unsuccessfully attempted to sup- and military organizations and was conducted by
port their theory with empirical research data. the Army Research Institute. It identified nine

The next phase of leadership theories also fo- functions and activities organizations must per-
cused on leaders' situational behavior. Patterns forffi to operate effectively. In 1983, these func-
of appropriate leader behavior seem to match tions, termed dimensions, were published in the
with given organizational settings, specific jobs Army's operational concept for leadership, and
and the maturity level or experience of subordi- they became known as competencies. Today,
nates. Results were then compared to subordi- these competencies are in FM 22-100 and are
nates' satisfaction and job performance. the organizational leadership behavior catego-

Leadership assessment methods appeared in ries that provide the framework for LADP:
the late 1940s and gained popularity rather 0 Communications.
quickly in part because they were not wedded to * Supervision.
any of the theories then in vogue. Instead, they e Teaching and counseling.
offered a practical method of evaluating leader- o Soldier team development.
ship based on the prospective leaders' behavior. a Technical and tactical proficiency.

The US government soon tested the viability 0 Decision making.
of individual assessment techniques due to unde- o Planning.
niable successes in the civilian sector. The Vet- o Use of available systems.
erans Administration, FBI, Federal Aviation o Professional ethics.
Administration, Social Security Administration By adopting these competencies, the US
and others joined in using assessment methods. -Ajny now has a better opportunity to use an in-
Beginning in 1973, the Officer Candidate teractive leadership approach. By integrating in-
School at Fort Benning, Georgia, field-tested dividual leader behaviors with organizational
assessment methods to determine their applica- leadership behaviors, an equation for success is
bility in selecting and developing officers. The created. We can now answer the questions,
most successful application of assessment meth- "What is necessary to make an individual an ef-
ods is taking place in the ROTC Cadet Coin- fective leader?' and "What is necessary to make
mand. Since 1982, Cadet Command has used an organization effectiver' These two actually
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35th Infantr Divisin sodier
training with MILES-equipped
weapons at Fort Riley, Kansas. -

According to FM 25-100, Training the Force, we train the way we intend
to fight because history shows a direct correlation between realistic training and battle-

field success. The assessment process fits logically into TRADOC schools where
realistic training takes place. In fact, research supports the predictive validity of

simulations that parallel "on-the-job conditions."

interact to yield the following equation: leader gathered input directly The battalion
Successful commander gathered input from his staff and

Individual Organizational organizations subordinate commanders. Both leaders exhib-
leader + leadership led by ited the organizational competency, d'cisim
behaviors behaviors successful making, but did so uniquely and individually.

leaders How can we evaluate both leaders' decisions
\pplyin rhisCquation Llile th c, ,mpetencV., udequateh, given tie variation in rnethod and

1'cLsi~fl making, we can see that integrating orga- impact? Can we use a similar tool to anake the
nizational with individual needs sharpens our decision-making skills of these two leaders?
leadership view. Since leaders at all levels make Organizational leadership competencies are
important decisions, we assume that a squad well-suited to do just this; however, they are too
i,, 1,r'. , leci-,fl to1 i- l i , rr,'--ive fire , ,r 1roi, 1i to hentitv .r,cfic 'idet bel v,,r witb in
Bravo Team would be similar (organizationally) all Army organizations. Therefore, we must use
to a battalion commander' decision to move - nother tool to help identify specific actions of
( Tharlie ()rnpany to another area based on the leaders at multilevel positions, ranks, training
tactical situation. Both decisions may affect the events and tasks. By continuing to categorize,
!ive of subordinates, althoush the battalion each competency can be fiirther divided into
commander's decision is more far-reaching. specific leader perfotrmance indicators LPls).
Both leaders made their decisions by analyzing These are specific leader actions peculiar to each
the situation, weighing the alternatives and de- organizational level and training event that
cidiniz on the best course of action. The squad enable assessors to provide accurate student
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leader assessments. These LPIs are based on the leadership assessments should take place during
required leader skills, knowledge and attitudes at this training as a predictor of success.
each stage of development. These LPIs are not We must ensure that our junior leaders possess
achecklistofleaderbehaviorsservingasacrutch the needed skills, knowledge and attitude they
for lazy assessors. will need for increased responsibilities. Leaders

Master assessors (persnm. trained to imple- must possess the appropriate skills based onexpe-
ment LADP and conduct assessor training at rience, knowledge based on learning and atti-
TRADOC schools) identify these LPIs when tudes based on frame of reference to make the
analyzing training events within school pro- transition and perform well at the next step up
grams of instruction. Currently, the Center for in the organizational level. Providing accurate
Army Leadership, TRADOCs executive agent leadership assessments, followed by nonthreat-
for developing LADP, conducts this master as- ening developmental feedback, can help develop
sessor training. The role of master assessor at senior leaders within the training environment.
each TRADOC school is to train ass and The feedback mechanism used in LADP is the
implement assessment opportunities within standardized after-action review (AAR) proc-
each school program. As LADP subject matter ess. Group and individual AARs offer trainers

the opportunity to standardize feedback for stu-
dent leaders in all TRADOC courses. Just as the

The [SUlv study)published seven battlefield operating systems form the basis
in spring 1988, specifled more than 50 of operational AARs, the nine competencies

leader development inii~aves and estab- form the basis of leadership AARs. Periodically,
lished the Leader Development Office as during the course, senior assessors (trained to in-
an overwatch agency to ensure those i- tegrate assessment data and perform develop-
tiatives are implemented. One of [these] mental counseling) combine all AARs to con-
iniiatives directed TRADOC to build on duct counseling sessions with student leaders.
the success of Cadet Command's LAP How many sources of feedback are necessary

an4 in effec4 created LADP to ensure student leaders are accurately assessed?
In his book, TakingCharge, Perry Smith says lead-
ers are three people: who they think they are,

experts, they must implement assessment oppor- who others think they are and who they actually
tunities at the most appropriate training times are. Currently, LADP has three types of assess-
and locations. The LPIs enable them to do so. ment, each yielding different feedback. These

Ca leadership assessment reliably evaluate a three types of leadership assessment are known
leader's ability in a training environment and as "eyes" because each provides a unique "look"
provide feedback that will help him develop his at leaders. The first "eye" is self-assessment,
skills in operational assignments? According to and it provides the leader a look at himself based
FM 25-100, Training die Force, we train the way on his own perception. An example of self-
we intend to fight because history shows a direct assessment feedback is the competency-based
correlation between realistic training and battle- leadership assessment form (LAF) "self."
field success. The assessment process fits logical- . -he second "eye" is associate (peer) assess-
ly into TRADOC schools where realistic train- ment that lets the leader look at himself based
ing takes place. In fact, research supports the on the input of his fellow student leaders. An
predictive validity of simulations (training example of associate assessment feedback is the
events simulating battlefield conditions) that competency-based LAF "other."
parallel "on-the-job conditions." If realistic The third "eye" is cadre or faculty assessment
training in the TRADOC schools parallels op- that lets the leader look at himself through the
erational assignment conditions, then realistic eyes of experienced faculty members who are
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AOfficer Advanced Course (OAC)
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AAPrecommissioning

t 35 Yrs

Figure 2. Progressive Program Design

trained to assess his performance in a leadership nantly cadre or faculty assessments. Because
situation. An example of cadre or faculty assess- assessors need to be more knowledgeable than
ment feedback is the completed Student Assess- the student leaders and more familiar with the
ment Report (SAR). Assessors obtain this by training events, TRADOC school staff and fac-
observing leader performance during training ulty members serve as assessors. Senior-level
events. Together, these three "eyes" of assess- student leaders, naturally more skilled and
ment make up the total leader view that gives knowledgeable based on years of experience, are
the student leader accurate and comprehensive served better by predominantly self-assessment
developmental feedback at the end of a course.* methods. These are usually psychometric instru-

A blending of the three types of assessment ments such as the Myers-Briggs Type Indicator,
takes place when integrating LADP into leader the Kirton Adaptation Inventory and Leader-
training courses. This blending results in a pro- ship Behavior Analysis, to name a few.
gressive program designed to include the right LADP requires at least four assessments or
balance of assessment feedback. For example, as snapshots of each student leader; additionally,
officer leaders progress through the school sys- the program recommends these come from dif-
tem, their individual leader assessments vary ac- ferent assessors. This requirement for providing
cording to their needs(fig. 2). At lower levels of additional snapshots from different viewers adds
leadership, where more inexperienced leaders detail &hd clarity to the total leader picture and
are faced with the challenge of leading subordi- vidity to the leadership assessment process. A
nates face-to-face, LADP calls for predomi- key ingredient to producing successful photos is

accurately recording information in the SARs-
* Sub'dbwejeebk isapornafour.eof kdesiaws, the LADP film. Trained faculty members using

me,. GCatheiu vow fmm ubmdawe to ekv d of the assessment process are able to produce accu-
die saideru leaders effecripeness Ls mey popukT m =4t 9umn-
r. Sme oAmymzwo e ,, dot this fo, of feedback. rate SARs forstudent feedback. Using all "eyes,"
Researc Mdwzb*e ,r dIs ,,tts much. or incorporating the nine basic competencies or~ feedbck. The s . is "colors" in varying combinations and angles, the
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LADP film is then developed. These standard- theater. The new genre military leader will find
ized program components all combine to create himself equipped with the most technologically
a common view of leadership. sophisticated weaponry imaginable. However,

When assessment ratings are conducted prop-. the ultimate mission will remain essentially the
erly, leaders rarely disagree with the resulting same-to destroy the enemy's will to fight.
feedback. The fact that different photographers The post-Gulf War Army will be character-
(assessors) took four different photos, independ- ited by confidence and optimism, but it will also
ent of each other, validates the findings. There- be challenged to meet our nation's security com-
fore, LADP is a powerful tool for measuring lead- mitments with a significantly reduced force. Ac-
ership effectiveness and providing accurate companying this reduction in force will be an
individual feedback. We must never lose sight of even greater need to evaluate leadership skills,
the fact that LADP is designed solely for devel- ensuring quality control in leader development.
oping Army leaders! Leadership assessment technology offers this

What does LADP cost? It is cheap in terms of quality control and affords the Army the oppor-
dollars but rather costly in terms of training time. tunity to select and develop our best.
All personnel involved with LADP at resident The leadership assessment methodology offers
leader training courses need training as assessors. a prudent move toward this better-quality force.
This training takes a minimum of two days for LADP is tailored to meet changing environ-
those with no experience in the leadership assess, mental demands and incorporates the use of a
ment process. Taking the time to train trainers widely accepted process to develop leaders in the
is the most important commitment because training environment. Institutional training is
trained assessors are the backbone of any viable tailored to meet the needs of Army leaders at
assessment program. Poorly trained assessors will each developmental level. As training changes,
generate poor-quality assessments and ultimate- so too will LADP because it uses selected train-
ly poor developmental feedback. ing events to serve as leader assessment opportu-

Can we afford the cost of LADP? In reality, we nities. In this way, LADP will adapt to the
cannot afford to pass up the opportunity to offer changing environmental demands. By adopting
the student leaders the most beneficial leader- school training to meet the tactical challenges,
ship evaluation tool available today. Assessment leadership assessment adapts using selected
is the state-of-the-art technology in leader de- training events within TRADOC schools.
velopment. To ignore it would be to ignore de- Tomorrow's Army leaders will face innumera-
veloping quality leaders for the future. In devel- ble challenges given the ever-increasing com-
oping successful Army leaders for tomorrow, we plexitv and uncertainty of warfare. To meet
must act today to implement a program parallel- these challenges, the Army must pay special at-
ing those used successfully in ROTC and civilian tention to developing quality leaders for this fu-
industry worldwide. ture specialized force. The best means to effec-

The streamlined force of the 90s will be faced tively select and develop our future leaders is to
with unique operational and tactical situatigns implement leadership assessment into TRA-
requiring specialized combat operations for y, QOC leader training courses. MR

Major Joseha R. Pabner ts the leaders hip assessment officer and primary insrructor for the Master

Aseor Training Course, Center for Army Leaderslup, US Army Command and General
Staff Colege, Fort Leavenworth, Kansas. He received a B.S. from the University of Georgia,
an M.A. from Webster University and an M.S. from the University of Soutk.rn California.
He commanded a batter and served as assessment center administrator for the precommand
course for company commanders, 4th Infantry Division (Mech), Fort Carson, Colorado.
His article, "Developing Army Leaders: The Leadersip Assessment and Development Proc-
ess," appeared in the Apri 1990 Military Review.
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With. Battlefield Vision
Major Jose A. Picart, US Army

US Army Field Man -103, Leadership an o at Senior
Levels, characterizes battlefield vision as the ability to intuitively sense the
significance of battlefield events forfuture actions. The author points out
that the essence of battlefield vision is intuition. He cites the scientific find-
ings that suggest that intuition and thus battlefield vision are derived from
the expert knowledge warfighters can develop and that our Army as an in-
stitution can foster. He offers several recommendations that would direct

- " officer professional development efforts and policy to that end.

7 T HROUGHOUT history, the ability of degree ofuncer t ain tv T he m obilit offorces and
i trcat bittletield captain:, to intuitiv'elV the tluiditv ot battle will require leaders at every

t re'ee the flow of battle has been shrouded in level with the vision to anticipate the course of
iiiterv. Many historians consider this ability events and the determination to act quickly to
an inexplicable personal gift, available only to a influence the outcome. To expect less is to invite
tev exceptional people. Recently, however, sci- defeat.
entist have be,..un to uncover the essence of in- AirLind Battle doctrine is designed to meet
tuition. Their research findings suggest that the challenges of the modem battlefield. Only
battlefield vision is an explainable ability that laders with initiative and audacity, however,
leader, can develop.I will be able to successfully execute AirLind

Success in future wars will require combat Battle doctrine. Intuition allows leaders to sense
lIvder, who possess effietive battlefield intu- how current battlefield events will affect future
ion. MNodem wars will be characterized by non- operations. This is critical in reducing the fog of

linear operations, increased lethality and a high battle and promoting initiative and audacity. As



cations for how our Army develops combat lead-
ers for AirLand Pule. The discussion will focus
first on four characteristics of expert perform-
ance, describing how they account for battlefield
intuition. Then, several recommendations will
be offered oudining what the Army can do to de-
velop a corps of expert warfighters with battle-
field intuition.

Warfighting Expertise
and Battlefield Intuition

The research on expert knowledge provides a
rational explanation for the apparently inexpli-

iiatfgtm cable nature of intuition. As warfighting knowl-
confront a complex ind constantly edge grows, there is a gradual change in how the

changing aray ofinfonmNion. Terrain battlefield commander thinks and reasons. Un-
and weathe, threat capabiliies, enemy derstanding the way experts think will help us

activity, the ii M offorces, and the understand how warfighting expertise makes
status of supplies and equipment are just battlefield vision possible.

some of the data the leader must Much research in cognitive psychology seeks
process. The successful commander to understand highly competent expert perform-

quickly integrates this information ance. This research has established that experts
into menin pattrns. possess a broad but detailed knowledge base that

is organized into rapidly accessible categories.
Nobel laureate Herbert A. Simon, professor of

the leader perceives uncertainty decreasing, de- psychology and computer science at Carnegie
termined and decisive action becomes possible. Mellon University, is one of a group of research-
Leaders with inuiton who can operate indepen- ers who believe it is this organization that ac-
dently within the commander's intent will fulfill counts for intuitive thought.-
the tenets of AirLand Battle doctrine. Four robust and generalizable characteristics

If intuition and battlefield vision are essential of expert performance have been directly linked
combat leadership skills, how can we develop to the organization of expert knowledge:
leaders with these abilities? Scientists have * Experts are able to quickly impose mean-
found that intuitive people share one character- ing on a complex pattern of information.
istic: They are exper in a paricularfield of knowl- 9 Experts exhibit extraordinary speed in
edge. Their findings suggest that warfighting ex- performing mental tasks and solve problems
pertise, or mastering warfighting knowledge, is quickly.
what makes intuition and battlefield vision pos- o Experts rapidly interpret and give mean-
sible. The implication of these research findings ing to itformation.
is clear regarding how we develop battlefield vi- -6 Experts have superior attention and
sion. Combat leaders will have the same amount memory capacities.
of battlefield vision as they have warfighting ex- Psychologists believe these characteristics are
pertise. Unfortunately, the Army's current lead- the essential ingredients of intuitive thought.3

er development program develops "competent Recognizing Patterns in the Flow of
and confident" leaders, not warfighting experts. Battle. Presented with a complex array of in-

This article will present findings that scientists formation about events in their domain, experts
have uncovered about intuition and their impli- are able to quickly perceive meaningful patterns
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EXPERT WARRGHTERS

in the data. This ability to "see" meaningful pat- highly experienced cab drivers, Chase discov-
reins does not reflect a superior perceptual abil- ered that familiar patterns in traffic flow immedi-
ity; rather, it reflects efficient use of a detailed ately suggested to the drivers reasonable re-
body of knowledge.4  sponses to potential road hazards.6 Through

During battle, warfighters confront a complex
and constantly changing array of information.
Terrain and weather, threat capabilities, enemy The organized stacdur of
activity, the disposition of forces, and the status expert knowledge is also crucial to,
of supplies and equipment are just some of the releasing th warfhter's atention and
data the leader must process. The successful memory c i... Given the rate and
commander quickly integrates this information density of infornation flow on te
into meaningful patterns. This ability, referred mnodm ba&t9ll and the lmit cqw-
to as pattern recognition, is a central ingredient igy of te hm mmo, this ajyv*
of battlefield vision. incrmse ix wa#*inmeaoy. is emswW

After extensive research involving grand- to effecd e baft"eld vision.
master chess players, psychologists W. G. Chase
and H. A. Simon concluded that pattern recog-
nition involves matching available information extensive study and acquired experience, experts
with what already exists in memory.5 Incombat, store many problem-solving facts and rules in
commanders with a large, well-organized body memory. For many of these rules, a specific pat-
of warfighting knowledge will perform this tern of events automatically elicits expectations
matching process quickly. Instead of consciously and a sequence of problem-solving responses.
reasoning through several analytical steps, the -This same process is formalized in the coin-
expert warfighter quickly "recognizes" the pat- mander's use of the decision support template.
tern of events unfolding on the battlefield as fa- The decision support template is a product of the
miliar. Rapid pattern recognition is the first step staff estimate process taught to students at the
toward intuitive thought. US Army Command and General Staff College

Drawing from a vast store of expert knowl- (CGSC), Fort Leavenworth, Kansas. The tern-
edge, a warfighter quickly matches the current plate relates projected patterns of battlefield
tactical situation with a similar historical or ex- events to a required command decision. Pre-
periential event in memory. Based on the sumably, when enemy activity on the battlefield
matching information in memory, the expert corresponds to the pattern of events projected on
warfighter then forms expectations about future the template, the commander is alerted to initi-
events and directs the application of superior ate a predetermined response. The performance
combat power at the critical time and place on of many experts engaged in problem solving in-
the battlefield. In this manner, expert knowl- dicates there are many decision support tem-
edge becomes the source of intuitive sensing re- plates present in the memory that are immedi-
ferred to as battlefield vision. ately available for use. The resulting ability to

Battlefield Problem Solving. Psychologists quickly generate responses to evolving tactical
explain the speed of expert problem solving in a iroblems is the second important ingredient of
manner that contributes directly to our under- fattlefield vision.
standing of battlefield vision. Researchers have But what happens when the combat situation
found that experts can derive possible solutions is not familiar? The friction of battle and free will
to problems without extensive mental effort. of the enemy will inevitably result in unexpected

As described earlier, expert warfighters are and unfamiliar battlefield conditions. On these
able to perceive meaningful patterns in the occasions, experts use their organized knowledge
seemingly chaotic flow of battle. In a study of to identify constraints in the situation. In a series
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of studies involving expert and novice physicists, Bessi&es calmly turned to his aide and informed
researchers discovered that experts used their ex- him that an engagement with the Russian caval-
tensive knowledge of phyiics to more precisely ry was imminent. He alerted the guard cavalry
define a problem. 7 In other words, their expert and managed to delay the Russian cavalry that

appeared on the horizon shortly thereafter.
Later, when asked by his aide how he knew the

Our Army's utimaN e responsibiky cavalry was approaching, Bessi&es explained
is to fight and win the AirLand Battle. that, when men simply run without looking
Therefore, a commimeN to develoing back, they are running from infantry. When

a corps of expert warfighters i essentiaL they run and look back, they are running from
... If identing and ceulfing experl cavalry. Undoubtedly, a less experienced com-

warfighten is to be accomqbhd wNhin mander might not have been prepared for the
the fmvuewvr* of the current eader Russian cavalry attack.' 0

developmetpuogm, some chae to Attention and Memory in Battle. The or-
the process must be made. ganized structure of expert knowledge is also

crucial to releasing the warfighter's attention
and memory capacity. Researchers have shown

knowledge enabled them to quickly rule out op- that an expert's recall of recently presented in-
tions and decide what was not possible. In this formation appears to exceed the limits of human
manner, the number of possible responses is lim- short-term memory. " In fact, expert warfight-
ited, and the potential for making a correct deci- ers do not have a larger memory; instead, the
sion is increased, speed or automaticity of their mental skills frees

Interpreting Battlefield Information. An up attention and memory capacity. Given the
organized knowledge base enables the expert rate and density of information flow on the
warfighter to make rapid interpretations of modem battlefield and the limited capacity of
battlefield events based on general principles of the human memory, this apparent increase in
warfighting. Expert knowledge is organized into working memory is essential to effective battle-
broad, general categories of information, much field vision.
like the chapters of an encyclopedia. Rapid ac- Psychologists attribute the speed of these
cess to general principles of warfighting knowl- mental skills to the organized structure of expert
edge is an important ingredient of battlefield vi- knowledge. As described earlier, experts possess
sion because combat leaders often do not many problem-solving facts and rules, organized
retrieve exact information. Instead, battlefield into rapidly accessible blocks or chunks of
commanders must be able to infer and make knowledge. Information stored in large mean-
predictions about future events. Consequently, ingful chunks, instead of small fragmented de-
an expert is not likely to be distracted or misled tails, is accessed more rapidly and requires very
by conspicuous details that may be irrelevant to little attention or memory capacity. 12 An expert
the appropriate action.8 Drawing on general warfighter can attend to more information and
principles of battle acquired through study and retain- more information in working memory.
experience, an expert warfighter is more likely . his increased capacity expands battlefield vi-
to recognize the implications of less obvious in- sion and speeds the problem-solving process.
formation for future courses of action.9  Conclusions From Research on Expert

Marshal Jean-Baptiste Bessi&es demon- Performance. The origins of intuition are no
strated this ability at the Battle of Austerlitz. At longer a mystery. Intuition is not a product of
one point in the battle, Bessires, of the French genetics or some mysterious unexplainable
Imperial Guard, saw a mass of routed French in- mental ability. Intuition is the product of a
fantry coming over the crest of a nearby hill. well-organized body of expert knowledge. From
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Studyig historical or technical "ccounts of how weather and tenvwa
affect tactical operations &~ insufficient. Leaders acquire more knowledge when they

experience firsthand the dificufty of crossing a rain-swollen creek or how a muddy
field brings an armor company 's advance to a halt.

expert knowledge springs the mental capabili- If our Anriv is to take advantage of this proc-
ties collectively referred to as intuitionl. W~hat is es w,%hat is required is a1 N-stematic, tullv- inte-

AIOClear I,, that intuition and battlefield vision _,rated and caretidlk manag-ed proigram dedicated
can be developed through warfighting expertise. to developing a Corps oftexpert wartighters. This
If the four characteristics ot expert performance v; not anew idea. In his 1985 report to the officer
.ire capabilities combat leader., need to effect corps on the professional development ot otti-
.- irl-ind Battle doctrine, how cain we develop cers, then Army Chief of Staff General John A.
1Huit letield co mmanders with Hte required leveli Wickham .1 r. trated, Tedvlpet~~n
%It expertise? ninies should be weighted toward those officers

derm nstr~itin-, tlhe irrc.itet -s rnil ome
Developing Expert Warfighters dticers 4-iould he, expert,. in thei-Tm ar ienJ

FultUre war,; will deimnd leaiders who s~sess, O4 war.-14

intuition and battlefield vision. Ouir challenize An example of this strategy, i, the prog-raml re-
i' to develop expert wVarfighters. Senior battle- centl\' implemented 170 1ele 3p aC~rp' t etLxpevrt
field commanders must Posses an extensive materiel acquisition managt-ers.. Th-is inten~wiv
wecll-- )rgiini--ed NO idy 4wartightinwig kiinwledg-e. manlaged and. fullyo iitei-,r~itcd progrTami dent ities
A-ftern many yearsof researchi ivolving experts in h'srure programn executive officers eariv, pro vides
Various1P fields, Michael 1. Po'ner. i research sci- them with extensive institutional ti-luning, 'Ind
kentist inl cog4nitive processes at thet UnweriVCtV of ensures continued and pi~r'sv prtoa
i..)reg ,(n. concluded that "proditicing' an expert experience in materiel acquisition ,iswiu~lents.
IliaV Ix nl( t S( muitch in selecting une~woie who A siiarp gr cn.m 1st 1be 1ipleIMnted
ha s special Capabilities, but to create and main- to fully develop en~ir- level combat leaders.
ruin the motivation needed for 1,n--continuied Chir Anny',- ultimaite re~rxponibilitv I, to t'-ight
training_.'I and wvin the AirLaind Kittle. T'heretore. a comn-
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mitment to developing a corps of expert war- tional warfighting experience through assign-
fighters is essential. The objective of such a corps ments to warfighting duty: leadership or staff
is to provide a pool -of highly qualified combat positions in combat, combat support or combat
leaders capable of effectively executing AirLand service support units with warfighting missions.
Battle doctrine. If identifying and certifying Officers develop warfighting skills and acquire
expert wafigter is to be accomplished within invaluable warfighting knowledge in these as-

signments through realistic combat training and
by participating in the combat training center

Personal experience is the (CTC) program. The time officers now spend
most effective way to develop skill- in warfighting positions before assuming battal-

based expertise [because] knowledge ion command is not optimal. Both Army doc-
derived from experience is much more trine and personnel management practices con-

memmubi Am knowledge gabd tribute to this shortfall.
from so*, For eamp, you are more US Department of the Army Field Manual

lakeel toreadf how yot oryour (FM) 22-103, Leadvs* and Command at Senior
commander succes#ffy solved a tactia Leves, presents our Army's doctrinal framework

pmblem at te NTC thanow... for developing effective battlefield vision. To de-
a similar problem [was solved in an] velop effective battlefield vision, the manual pre-

account you once satwe scribes that a senior leader possess three perspec-
tives: historical, operational and organizational.
The manual also describes the roles these per-

the framework of the current leader develop- spectives play in formulating battlefield vision:
ment program, some changes to the process must -- "Perspectives ensure that senior leaders pos-
be made. sess the timing needed to anticipate and form the

The Army's leader development program situation. When correctly mastered, perspective
consists of three components: operational ex- skills foster an ability to determine, quickly the
perience, institutional learning and self- context and relevance of an event. 1

development. A program designed to develop a These perspectives are founded on knowledge
corps of expert warfighters must maximize each developed from extensive study and lead directly
component's contribution as officers acquire to acquiring warfighting expertise. However, ex-
warfighting knowledge. First, personnel man- tensive study is only one way humans acquire ex-
agement policies must identify warfighters early, pertise in a skill-based domain. Conspicuously
and these officers must be continually assigned absent from the list of required perspectives is the
to positions that allow them to acquire warfight- experiential perspective.
ing knowledge. Second, attendance and gradu- It is generally acknowledged that personal ex-
ation requirements for CGSC must emphasize perience is the most effective way to develop
and demand mastery of warfighting knowledge. skill-based expertise. One reason for this is that
Third, the leader development program must knowledge derived from experience is much
encourage, reinforce and reward officers who are more memorable than knowledge gained from
dedicated to independently studying warfare. :study. For example, you are more likely to recall
The current leader development program does 'how you or your commander successfully solved
not accomplish these objectives. The next a tactical problem at the National Training Cen-
three sections identify shortfalls in the current ter, Fort Irwin, California, than how General
system and recommend needed changes if our Omar N. Bradley solved a similar problem in a
Army is going to develop expert warfighters. World War II account you once studied. Fur-

Expertise Through Operational Experi. thermore, much warfighting knowledge cannot
ence. In peacetime, an officer acquires opera- be adequately acquired through study and is
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A battery of M109 howftaers and support

A dediated effort inwi be mad* to Idknfv warfighter ear4Y, prefffmblv folio wi
company or battery command. Officers would be selected based on duty and service

school performance, personal preference and demonstraed warfighting knowledge.

more effectively acquired thromih personal ex- _ancde Armv policies, the absence of an experien-
perience. An example is knowledg,,e pertaining il perspective foster, a perstnnel management
to the implications oit terrain and- weaTher on 'vitel That1 1311 To fully deVelop WArngting ex-
combait operations.pe-i.

In 1983, an Officer Personnel Mlanagemient Current personnel managlemtent pralctices fail
S v~tcrn (OPMIS) study gnniop conducted a his- to) provide combat leaders the extensive expert-
torical review of successful mnd unsuccessful ential perspective required to full\- develo~p
hattlefield commanders. The study concluded battlefield vision. Meore asuigbattalion
that success in combat results primarily from the command at 16 or 17 y'ears ot serv ice, an officer
leader's intuitive judgtment of terrain. The studyv may, spend as manv as, six o)r,.seven years in duty
,Troip also) concluded that this essential leader assignments that contribute little or nothing to
ttrilute improved pritnari lv throughi expert- acquirint- wafiuhting ibwldg

ence." Studying historical or technical ac- Usually, an officer is removed trom wartight-
(ouMnts of how weather and terrain affect tactical in(- un its imimediatelv toll, wim-niri 'nnv or Kit -
)penitions is insutticietit. Leaders acqui,1re Mo~re ten c.'inajadasindt,1 ile' It distribu-

knowledge when the\- experience tirsrhand the t11on 11nd il.1nJ1C (TPA) tirir~or tinlmitnave
Jitticultv ot crossing a rain-swollen creek or how duty su1ch is Reserve O'tticers' Training (Corps
aI muddy~ field brings an innor company's ad- (ROT(') or 'X'et Point instructor It graiduate
vance to a halt. schooliniz is, required. an otticer will notr have the

TheC per1spCOctv derivedi tro n pcrsl mnal experi - oppoI1t'it itq uirk.iitltngkoweg
ence is unique and should be Included in FM '.-tor the next, tour to six veairs. Some ot these a-;

:: l3 a a epaatereqireenthutdevlopng i,_nments such as service school in'tnictor and
etlctM iv itt letield viq1 in ither I,\ deiizn or J. ktrine cr .mub it Jc\ eliojx-roite ,'p r ui c

oversight, the absence of the experiential per- to acqjuire wirtighlting knowledge;( lmwvever,
'peti\ e trom our dloorinil imintiil tour cenio r nio dor n. -\- a nm r. in .-Vimv ,tiicr i' il.
level leaidership undermines its imp uxrtance In most 1 certa'in to sp'end onk. ofi touri in a \%"it-

ipug c init h k r:ltt1L Inre. i1 thrIgurumvr is'uInmen T renluinuruc Iwot'''
tri prescrikxs the hinditnental principles that three yeairs will Kx spent on thec lk~p irtnient oit
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must be solely dedicated to pursuing qualifica-
Usually, an ofter is removedfrom tion as expert warfighters. The ultimate objec-

warfighting units i m lyfollowing tive is to certify a group of highly competent offi-
company or bttery command and cers at the lieutenant colonel and colonel rank

assigned to TDA units or nominative as expert warfighters. It is from this pool ofcerti-
duty.... An officer [may] not have the fied expert warfighters that the Army then se-

opportunity to acquw wwfghting lects its battalion and brigade commanders.
knowledge for [up to] six year... In summary, personnel management policies

These personnel inwuIei;iwntpndie must identify potential senior combat leaders
result in an ofier co of "competnt early an ensure their assignment only to duty
and detemind leaden but vvy few contributing to warfighting expertise. By inten-

ofi es with se warfightg ejpete to sively managing the assignments of officers with
fight and win e y AirLand the intellect, warrior temperament and mnxiva-

a doiw tion to lead in battle, we increase the possibility
of developing warfighting experts. This process
certifies officers for senior-level command only

the Army staff or in some other nonwarfighting after extensive operational experience in posi-
assignment. tions that contribute to developing warfighting

These personnel management practices result expertise.
in an officer corps of "competent and deter- Expertise Through Institutional Lean.
mined leaders" but very few officers with the ing. Shortfalls in the development of expertise
wartighting expertise to fight and win employing resulting from the lack of operational expen-
AirLand Battle doctrine. We must establish enee can be partially overcome through study.
personnel management strategies that ensure The Army's commitment to provide its officers
officers get the extensive operational experi- with a professional education in formal institu-
ence required to develop battlefield intuition. tional settings is outstanding. Before assuming

First, a dedicated effort must be made to iden- battalion command, an officer will spend the
tify warfighters early, preferably following com- equivalent of three academic years in military
pany or battery command. Officers would be se- institutions acquiring warfighting knowledge.
lected based on duty and service school Reforms to the officer basic and advance
performance, personal preference and demon- courses, the addition of the Combined Arms and
strated warfighting knowledge. A similar screen- Services Staff School (CAS') and the School of
ing would be made immediately following Advanced Military Studies (SAMS), and im-
CGSC attendance. Officers excelling in duty provements to the staff and war colleges have
performance and warfighting knowledge would greatly enhanced the warfighting focus of officer
once again be assigned only to duty that affords institutional training. Recently, however,
them the opportunity to develop warfighting ex- CGSC was criticized for a lack of academic rigor,
pertise. and several recommendations for improvement

Officers selected for certification as senior were offered. 17 The recommendation that rigor-
combat leaders should serve continuously in as- "o.examinations be administered merits serious
signments affording them the greatest opportu- "coisideration.
nity to acquire warfighting knowledge. To devel- Officers selected to attend CGSC and seeking
op expert warfighters, we must recognize the certification as expert warfighters should achieve
difficulty of pursuing qualification for senior minimum standards on a comprehensive exami-
combat leadership and, at the same time, achiev- nation designed to measure warfighting exper-
ing expertise and experience in an alternate spe- tise. The examination would measure the offi-
cialty. Officers seeking battlefield commands cer's knowledge of branch tactics, weapon
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capabilities, threat forces, terrain and weather Expertise Through Self-Development.
analysis, military history and the human element More must also be done to encourage officers to
of war. An examination similar to the diagnostic independently acquire warfighting knowledge
comprehensive examinations presently admin- through self-study. Recently, the Marine Corps
istered to students after their arrival at the col- initiated a reading program requiring Marine
lege would be appropriate. The primary purpose Corps officers to read at least three books-
of the examination would be to identify officers ideally six books--each year from lists assigned
with outstanding warfighting intellect for certifi- to each commissioned grade through colonel.
cation as expert warfighters, but it would also re-
inforce and reward self-study.

An examination linked to certification as a Reforms to the ofice basic
warfighter would result in several positive out- and advance corses... and improve-
comes. Officers seeking battalion and brigade men& to the staff and war coteges have
command will be compelled to acquire a base- grell enhanced the wa htingfocus
level warfighting knowledge that will serve as a of officer institutional training.
foundation for developing warfighting expertise. Recenty, however, CGSC was critcie
Officers attending the staff college would not for a lack of academic rigor....
only have demonstrated outstanding perform- The recommendation that rigorous
ance in the field Army but also would enter the examinations be administered merits
college with an increased level ofwarfighting ex- serious consideration.
pertise. This is sure to greatly enhance the
classroom learning experience at the staff col-
lege. Furthermore, examinations administered The lists include books related to military histo-
during the course must ensure students master ry, fiction, tactics, leadership, strategy, theory
the course material. Students who fail to achieve and tiographies. A similar program for Army
minimum standards should not be allowed to officers is needed.
graduate. The Army has increased the emphasis on

Another very effective way to acquire war- reading in the Noncommissioned Officer Devel-
fighting knowledge is being assigned to the mili- opment Program. However, there is no system-
tary faculty to teach warfighting topics. These atic program for instilling in officers a till-time
assignments should be considered second in im- commitment to studying war, its history, doc-
portance only to duty in warfighting units. This trine, the threat and the capabilities of soldiers
is because faculty members are forced to acquire and machines.
extensive knowledge in a subject area to be able In addition to a required reading list, perhaps
to teach effectively, the Army should consider administering a

The biographies of successful World War II branch-specific examination similar to the en-
division commanders testify to the importance listed soldiers' skill qualification test to officers in
of combining theory, technical knowledge and the field. If an officer's technical and tactical pro-
trxp experience. Most of the successful World ficiecy is an essential leadership competency,
War II division commanders spent between 49' .tden it should be measured periodically and offi-
and 108 months on school faculties and staffs" cers held accountable to an acceptable standard.
and became experts on the subject of warfare. 18  The results of these examinations should be re-
The level of expertise required to teach war- viewed for promotion and school selection. Rec-
fighting contributes greatly in developing future ognition of excellence through appropriate per-
battlefield commanders. These assignments formance badges should also be considered.
should be competitive and reserved for war- Finally, Officer efficiency reports should re-
fighters. quire raters serving in warfighting units to assess
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and report the warfighting expertise of the offi- fighters with battlefield intuition capable of
cers they supervise. Ifour Army hopes to execute executing AirLand Battle doctrine can be de-
AirLand Battle doctrine effectively, it must veloped.

As the Army moves toward specialization and
single-tracking officers in functional areas to

The bkg hs of succesfid achieve expertise, a similar effort must be made
World War HI division commanders for warfighters. Several recommendations have

testify to the importance of combining been presented outlining methods to increase
theory, technical knowledge and troop the amount of operational experience warfight-

experience. Most of [these] comanders ers receive and to emphasize warfighting exper-
spent between 49 and 108 months on tise in institutional training. Several recommen-
school faculties and staffs and became dations have also been offered to encourage

ep, on th subject of ,wuvfw . officers to study the art of war independently.
These recommendations for improvements in
our leader development process must be consid-

implement a program that encourages, rein- ered by the Army leadership.
forces, recognizes and rewards those officers who Developing a corps of warfighting experts is
commit themselves to becoming warfighting consistent with current OPMS policy which
experts. allows officers to single-track in their basic

The Leader Development System. The branch. The important difference is the empha-
present leader development program is appro- sis on developing expertise as a criteria for par-
priate for producing "competent and confident" ticipation. It is essential that our Army develop
leaders, but it falls short of developing leaders leaders with warfighting expertise and battle-
with the warfighting expertise needed to effec- field vision. AirLand Battle doctrine demands
tively execute AirLand Battle doctrine. The re- it, professionalism requires it and our nation ex-
search on expert knowledge suggests that war- pects it. MR
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12th Army Group comprised the main effort by US soldiers.
It fought the big battles--Normandy, the drive across France, the Ardennes and
the Rhine crossings.... [It] was an effective combat force--make no mistake

about that. Yet, any serious examination of its operations reveals some marked
shortcomings, particularly regarding generalship in one of its armies.... Most
First Army generals showed themselves "competent but addicted to playing it
safe." By comparison, Patton's Third and Simpson's Ninth risked more and

accomplished more, with significantly fewer losses.

Though three other army groups fought in Eu- fumbling about in the Huertgen Forest, the
rope-the British-led 21st in the Low Coun- shocking initial surprise in the Ardennes and the
tries, the US/French 6th in southern France and eventual unwillingness to pinch off the forces in
the Allied 15th in Italy--the all-American 12th that German salient, the backing and filling in
Army Group comprised the main effort by US the face of the Remagen bridgehead opportu-
soldiers. It fought the big battles--Normandy, nity-together form a distressing litany that
the drive across France, the Ardennes and the spans the entire length of the campaign.
Rhine crossings. Patton, Bradley, Collins, Ridg- All of these failures become even more alarm-
way, Walton H. Walker and James M. Gavin ing when one notes that the First Army occupied
served in this army group and made it famous. center stage in each. That formation's key senior

The 12th passed its heritage directly to the leadership remained largely intact during the
modem US Army. In so many ways, from strate- campaign. Therefore, these reverses represent
gic focus to tactical doctrine and from officer more than the usual teething problems common
ethics to training methods, today's Army repre- to new units. Something bigger, more endemic,
sents the living legacy of an idealized memory of was hobbling First Army, and it did not get better
the 12th Army Group. over time.

The real 12th Army Group was an effective The premier analyst of US command in
combat force-make no mistake about that. Yet, northwest Europe, Russell F Weigley, identified
any serious examination of its operations reveals the underlying tactical weaknesses that precipi-
some marked shortcomings, particularly regard- tated the major crises in the First Army He
ing generalship in one of its armies. Not every- marked "unimaginative caution" as the overrid-
thing went well. ing trait of these US commanders. Most First

Ccrtainly, Bradle, ind his subordinates had Army gcnrik .,howed tlhcinr.lve., "competent
their share of victories, culminating in German but addicted to playing it safe." By comparison,
surrender. They did fine work on the Normandy Patton's Third and Simpson's Ninth risked more
beaches, in the Cobra breakout, in the pursuit and accomplished more, with significantly fewer
across France, in defending of the Ardennes losses.'
and in sei:ing and exploiting multiple Rhine Careftil US officers in First Army' avoided bold
crossings. The weakened state of the German npasures such as biting off the Ardennes salient
forces was a factor, but US capability mattered atrits base or plunging beyond the fortuitous Re-
more in these battles. magen bridgehead, even though these gambles

Yet, against the roll of successes, one must might have paid off handsomely in wrecked Ger-
weigh a disturbing number of botched battles man armies. No less an authority than Napoleon
and, especially, missed chances. The hellish warned that, in war, the safest options "are al-
butchery in the Normandy bocage, the incom- most uniformly the worst that can be adopted."6

plete Falaise encirclement, the costly confusion One avoids losing, but one can also avoid win-
before the West Wall in the autumn, the bloody ning by playing it safe.
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As a paratroop general, [Gavin]... had the opportunity to work with several
armies, including British forces. Readily acknowledging the want of dash in the
First Army, he proposed that it arose from a disturbing tendency to resort too

quickly to unfair, ill-considered firings of division and corps commanders.

Three of the 10 First y r ison commanders relieved by GeneralyCourney H. Hodges (left to roo
Generals Chales H. Crps; John Millildn, III Corps; and Donald A. Stroh, 8th Infantry Division.

Why did First Army play it safe? Weigley be- fair, ill-considered firings of division and corps
lieved that doctrinal flaws caused the trouble, a commanders. "Summarily relieving senior offi-
reasonable supposition by a diligent scholar. He cers," he said, "seems to me, makes others pusil-
:eroed in on an unwillingness to concentrate lanimous and indeed discourages other potential
combat power and an inability to combine ar- combat leaders from seeking high command."
mor, infantry and air power as readily as the more He went on to say, "Summarily relieving those
familiar infantry-artillery team.' who do not appear to measure up in the first

Surely, US doctrine had its shortcomings, if shock of battle is not only a luxury we cannot af-
one is willing to grant that armies really read, let ford-it is very damaging to the [US] Army as a
Alone follow, their written doctrine. This argu- whole."8

ment is appealing because there are possible rem- This airborne commander, noted for audacity
edies to the problem. Today's obsession with and innovation, realized that subordinates must
doctrinal matters indicates that Weigley's diag- be trained and guided in combat, not axed at the
nosis has many adherents in uniform. first mistake. Otherwise, initiative would neces-

But what about the fact that Third and Ninth sarily give way to diffidence and rote obedience.
armies had the same doctrine, yet experienced This could produce Weigley's "unimaginative
at least equal successes and suffered no similar caution" as readily as faulty doctrine, and prob-
ftaihreo' Another explanation, less often heard ably more so. One can ignore "the book" under
but more suggestive, is in order. ,fire, but one cannot play fast and loose with a se-

This theory came from Gavin, commander of :nior commander consistently threatening relief.
the 82d Airborne Division. As a paratroop gen- It appears that both Weigley and Gavin have
eral, he found himself shunted all over the battle- hit upon major reasons for the hesitation that oc-
field. Thus, he had the opportunity to work with casionally paraied the First Arm\'. Taken to-
everal armies, including British forces. gether, their contentions explain much, espe-

Readily acknowledging the want of dash in cially when considered as background to the list
the First Army, he proposed that it arose from a of those cashiered. Eleven division and two
disturbintz tendency to resort too quickly to un- corps commanders, three from Third Army and
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One would suppose that tough, blustering
Patton might have taken the most scalps.
Though Patton raged and fumed, he proved
amazingly tolerant. Two of the men he

removed basically requested the action.
The third... went only after the corps
commander demanded that Patton
do something.
Patton visiting a divisional headquarters in central France.

10 from the unhappy First, paid for perceived MarsbiwI EZa p
tactical mistakes. Simpson's Ninth sacked none. Minor Tactics and the Ax

To some, the distribution between First and Marshall's chosen elite ran the European war,
Third armies may appear odd. One would sup- and they held particularly prominent roles in the
pose that tough, blustering Patton might have 12th Army Group's First Army. Of the many
taken the most scalps. Though Patton raged men on the Army chief of staff's famous list of
and fumed, he proved amazingly tolerant. Two promising officers, he reposed special trust in
of the men he removed (Charles S. Kilburn and those he had met while serving as assistant com-
Alan W Jones) basically requested the action. mandant of the Infantry School at Fort Benning,
The third, his old friend John S. Wood, had be- Georgia. These included Eisenhower, Bradley,
come a nervous wreck, unable to sleep more Hodges, Collins and Ridgway. They and almost
than a few minutes at a stretch. But, Wood 200 other Fort Benning instructors and students
went only after the corps commander de- rose to wear stars under Marshall', patronage. 1

manded that Patton do something. "One Although an intelligent, innovative corn-
should not act too fast" in such matters, thought mander in the interwar years, Marshall's special
Patton.9 This reflected his experience in 1918, claim to prowess involved his staff work in World
North Africa and Sicily. War 1. He reatly regretted his lack of combat

The bulk of the sackings, including both command experience. In 1936, he wrote to his
corps reliefs, originated in First Army and young prot g6 Collins that, "if a war comes along
shlowed the hands of Bradley, Hodges and GI- or is in the offin., don't lCt them ,rick yOu in a
lins. This was no accident, and it helps explain staff job like they did me. You insist on tgetting
that Army's uneven performance. Those who out in the field and getting with troops. " I-

trusted in inadequate doctrine enforced their It has been said that those who cannot do,
faith by readily dumping generals who failed to teach. Nobod~y will ever know what sort of field
make such tactics work. soldier Marshall might have become because he

In this, they only reflected their mentor, Gen- nsvergnt the chance. But even so, and probably
eral George C. Marshall. Although Marshall iri'pite of his lack of wartime experience, Mar-
had also approved Patton and Simpson, they shall is reputed to be the greatest teacher of the
had not served directly under the chief of staff in interwar US Army. In Bradley's words, Mar-
previous assignments and were not his onginal shall's Fort Benning served as "nursery school"
selections to command armies on the Conti- tr generals. " Marshall was their role model.
nent. 10 By contrast, the First Army brain trust- One must be careful to note that, other than
Bradley, Hodges and Co)llins--represented Mar- providing an example, Marshall did not really
shall's inner circle. They were truly his men. teach as much as examine and select. The frosty,
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Reliefs for Poor Performance from Corps and Division Command
US Army 12th Army Group, June 1944 to May 1945

Date Unit Commander Monfth in Months in Relieved by
Relieved Relieved Command Combat
Jun 44 90th ID MaCKM.vi 6 1* Collins (VII Corps)"

Reason: disorganization during Cherbouirg operations Bradley (First Armny)
-Jul44 8thID MacMahon 18 1 Middleton (VillICorps)

SReheon- requested nret poor progress in bocage Bradley (First Army)**
Jul44 90tID, Landrum 1 1 Middleton (Vill Corps)

Reason: poor programs in bocage fighting Bradley (First Arrmy)-
Jli44 28ft-EY Brown 19 1* Coulet (XIX Corps)

Rp on poor progam v bocag biasWkopemnkxs Bradley (First Army)"
Aug 44 3d AD Watson 24 1 Comns (Vii Corps)-

Reason: poor progreas in bocage breakout operations Hodges (First Armny)
Oct 44 YX Corps Codaet 7 4 Hodges (First Ary)r

Reason: "bired' at Aachen Bradley (1 2th Army GO)
Nov 44 7th AD Sllester 32 3 Collins (VII Corps)

Reason: poor performance at West Wall fighting Hodges (First Army)**
Dec 44 4th AD Wood 31 5 Eddy (XAl Corps)"*

Reason: physically and mentally exhausted Patton (Third Army)
Dec 44 8th ID Stroh 5 5 Gerow (V Corps)

Reason: poor progress in Huertgen Forest Hodges (First Army)**
Dec 44 106th ID Jones 21 1 Middleton (ViII Corps)*

Reason: division destroyed in Ardennes Patton (Third Army)
Jan 45 75th ID Pricketd 16 1* Ridgway (XVIII Corps)

Reason: poor peifoffmance in Ardennes counterattack Hodges (First Army)**
Mar 45 11th AD Kilburn 12 3 Eddy (XII Corps)

Reason: requested relief Patton (Third Army)"
Mar45 III Corps Millikin 17 4 Hodges (First Army)"

Reason: "bad leadership" after taking Remagen bridgehead Bradley (12th Army Gp)
* Less than one month ** Major proponent for relief from command

SOURCES. GEN Omuge N. Bredle. A Soldier's SoRXY (New York. He"i~ Holl & Co., 1961). apperidix. 'Order o( Batle GEN Omar N. Bradley and Clay Blair. A
Ge"Is Life (Now Ylork Sirnm and Sdluster 1983), 262. 289-70, 287. 337; Shelby L Slarilon Order of 021111: Ktdd War I/ (Novato. CA: Presidio Proms
1984). 46-188; Rusini F Weikft. E Vfower's Leuweant Blooftigion IN: Itdo Uieity Pros. 1981), 418. 60-3; Marin Bhimi. The Poan
Pw 19f--96A vl. 2. losion MA. Hotoon Mdfin Co., 1974), 63M Dr Robod K Beli . US Amiy Vobi Watr M Cotx Covrvnwferis. A Coartooafe

Be~~f FdL..no, =7 ae Suisklie 99 17-20;, and Dr Chnsfepiw Gebel. The 411f Amloud Db i Vie ErwvrremmV of Nwxy
(Fol aaenwu. K8C feiSdtie 1986), 25-28.

reserved Marshall served as an impartial judge, 'A 4eticulously choreographed display of weap-
not a helpful coach. It was up to the evaluated ons firing. Walter Bedell Smith gained Mar-
man to learn what he needed to know. shall's esteem when the latter overheard a

Already, the assistant commandant looked to- scintillating snatch of Smith's classroom pre-
ward bigger things. Like a Broadway talent di- sentation. I
rector, he sized people up on first impressions, Most of those lucky enough to pass their audi-
and subordinates knew it. Bradley's memoirs tion had similar stories. Invariably, demon-
make it clear that he caught Marshall's eye with strated skills at teaching or learning infantry
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In World War I, companies and battalions fought "pure." This would not
happen in the next war, and generals would have to make many hard choices
about how to allocate tanks, air power, engineers and other support. Bradley

later called the narrow concern with infantry a "regrettable lapse."

42d Division soldiers outside Hazavant, France, 14 September 1918.

tactics offered the best way to impress Marshall. trinal troubles later experienced in Europe.
Mistakes in the same ensured relief. First, Marshall envisioned continuous pres-

Marshall breathed small-unit infantry tactics. sure against the enemy, with reserves employed
During his tenure at Fort Benning, he revamped to capitalize on weaknesses found or created. A
the curriculum and substituted more realistic, main effort might not be designated, particularly
less structured map exercises and field problems if terrain proved difficult or the enemy situation
for the previous rote drills. For this, he has re- vague. 16 Perfectly reasonable for a battalion in
ceived due credit. an attack, this advice hardly applied to an army

Marshall advocated imagination, and he group with limits on its resources, finite transpor-
claimed to have little hick with "school olu- tation nd htindredffmiles to cover. Largerfor-
tions." Many make much of the opening state- mations needed clearly designated main efforts
ment of the first chapter of his distillation of to orchestrate assembling combat and ,uppirt-
World War I combat, titled "Infantry in Battle." ing power.
Here, editor Marshall states, "Combat situations Second, Marshall paid no attention to tanks
cannot be solved by rule."15 Such pithy com- or aircraft or, for that matter, to any supporting
inchts typified him in his Fort Benning years. arm except artillery. Again, in World War I.

And yet these maxims only went so far. All of companies and battalions fo~ught "pure." This
the (,ood intentions meant very little in the ag- would not happen in the next war, and gyenerals
gregate because the meat of Marshall's teaching would have to make many hard choices about
referred to companies and battalions in World how to allocate tanks, air power, engineers and
War I ,ttuations. Many of his thoughts did not other support. Bradley later called the narrow
translate directly to the higher tactical and op- concern with infantry a "regrettable lapse."''17

erational levels in the World War 11 environ- More troubling were Marshall's ideas on how
ment. Two examples directly bore on the doc- to make his infantry tactics work. Stripped of the
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Marshall's chosen elite ran theEuropean war_.7. .He reposed speciallr =o

trust in those he had met while serving auai o h y
as assistant commandant of the Iantrnfantry

Schooly.... The frosty, resrved
Marshall served as an impartial judge,

not a helpful coach. It was up to the
evaluated man to learn what he a ineeded to know.,

Marshall i mspecsng General Edward M. Mrhlits 92dsinfantry/Divsion in Reggio, Ital. Almond htad attended the
Infatry School during Marsha's teere. t

exhortations to initiative, Marshall's tactical
doctrine reflects a strong emphasis on roles and gained the permanent adulation ofhis loyal co-
procedures to overcome fiiction. The human terie, especially the Fort Benning inanmm .
element is notoriously absent, not surprising for They stood in awe of his towering intelect, his
someone whose war experience consisted of undoubting decisiveness and his rock-ribbed in-
moving things, not people u tegrity. His charges tried to emulate himi every

"Control," he wrote, "presupposes that the way, especially in his detailed understanding ofleader knows the location of all elements of his .Minor tactics. 22 Well they should. One slip and
command at all times and can communicate Marshall might swing the ax. Noo dy knew that
with any element at any time." Lest one be better than his old Infantry School subordinates.
misled, Marshall made it clear that "the require-
ment is absolute."1 8 Again, one must note that Bradle Eilfnigile:
this might happen in a long-service Regular Hard Times in the Bocage
Army company. It will not happen in a mobile Bradley looked like a school teacher, and the
field army of draftees r appearance did not altogether deceive. He had

Marshall also had a blunt solution when a unit instructed in the Reserve cificers' Training
lost control. In Infantry in Battle, one vignette Corps (ROTC), at the US Miitaryh Academy
described a "partly trained" unit that could not and at Fort Benning. rough in service, he
resolve contradictor patrol reports. In this case, missed iterseas duev in World War n and he had
"it would be desirable to relieve all unreliable little experience with troops before 1941. Intel-

jno ofiers."1 Since there were no rles, ligent, if unimaginative, Bradley possessed a ge-
there were no bad tactics---only bad tacticians. nial nature. While not quite the "nice guy" and

Failure demanded removal. "I general" portrayed by Karl Malden in the
Here, then, was the result when Marshall motion picture Patton, Bradley certainly knew

combined his snap evaluations with his infantry how to get along with most people, superior ortactics. As a tester rather than a teacher, Mar- . .i$Ubordinate. 23

shall judged and moved on. One officer recalled But of all that instructing surely made an ira-
that "he expected his subordinates to be right all pression. Bradley thought he knew his profes-
the time; the subordinate might be right many sion "thoroughly" and referred to his grasp of tac-
times and then err; he was then 'finished.'" , 0 tics andthe military evaluation of terran as his
Once a man filed, Marshall rarely granted a sec- "specialties." A reporter observed that, "almost
ond chance. 11 alone among eminent commanders his career

A great man worthy of respect, Marshall shows no change of concepts, no development.
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' .. For Bradley, success in combat

meant applying doctrine and picking the right
subordinates, defined as those who knew their
tactics. In Patton's sarcastic opinion, Bradley

thought "that all human virtue depends on knowing
infantry tactics." The "GI general" elevated or
demoted officers accordingly.
General Omar N. Bradley

He never had to develop; the ideas that led to the ".. . there were instances in Europe where I
destruction of the German armies were there relieved commanders for their failure to move
from the beginning."24 In short, Bradley knew fast enough. And it is possible that some were
his job--or thought he did. the victims of circumstance. For how can the

He had the greatest respect for others with blame for failure be laid fairly on a single man
similar learning, especially his old Infantry when there are in reality so many factors that can
School cronies from Fort Benning, Hodges and affect the outcome of any battle? Yet each com-
Collins. Like him, they had learned the tactical mander must always assume total responsibility
writ from the foot of the master, the aloof and un- for ever' individual in his command. If his bat-
compromising Marshall. Bradley showed little talion or regimental commanders fail him in the
patience with those who had not gained similar attack, then he must relieve them or be relieved
expertise. himself. Many a division commander has failed

For Bradley, success in combat meant apply- not because he lacked the capacity for command
ing doctrine and picking the right subordinates, but only because he declined to be hard enough
defined as those who knew their tactics. In Pat- on his subordinate commanders."27 (Emphasis
ton's sarcastic opinion, Bradley thought "that all added.)
human virtue depends on knowing infantry tac- As First Army commander, Bradley carried his
tics."25 The "031 general" elevated or demoted faith in his Fort Benning tactics into the confus-
officers accordingly. ing hedgerows of the Normandy bocage. Legiti-

Despite his pedagogic background, Bradley mate ly some might have thought to fire the
did not emphasize training his officers. As far as Army commander responsible for the endless,
he was concerned, war on the Continent indecisive grinding. Had Bradley never looked
equaled the final examination, to be passed or at a map of what lay past Omaha and Utah
tailed. In this, he saw eye to eye with Marshall. beaches?

He also agreed with another Marshall man, his Bradley acted first. He canned four division
theater commander, Eisenhower. Ike warned commanders, relieved three brigadiers and, in
him that "you must be tough with your immedi- the words of an aide, "countless regimental corn-
ate commanders and they must be equally tough manders." Although Bradley knew his tactics
with their respective subordinates." Eisenhower .'Iind bounced those who lacked the capacity to
meant business. "We have passed the time," translate those tactics into victories, things did
warned Eisenhower, for excuses. Once "you not improve much.25 As Patton explained, "No
have made careful plans and preparations andes- general officer and practically no colonel needs
timated that the task can be accomplished," the to know any tactics. The tactics belong to battal-
objectives must be taken, or else. - Steeled in ion commanders. If generals knew less tactics,
Tunisia and Sicily, Bradley proved very tough in- they would interfere less." 29

deed. He explained his policy on reliefs this way: For seven weeks, Bradley did what he knew
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Collins... turned out to be an aggressive,
brilliant infantry officer who could exert the [prescribed]
"control." Collins placed battalions and maneuvered

regiments [and] weeded out subordinates in good
Marshall fashion. "Lightning Joe" could pull it off, and
he micromanaged-lis corps to victory. Bradley had

enough sense to ride this good horse.
General J. Lawton Collins

best. He interfered and fired. He launched a saw an opportunity. Collins was clearly the best
"massive frontal assault" with all four corps about corps general. Why not give him the bulk of the
a month after D-day, but this broad push did not Army's combat power? So Operation Cobra was
work. Things looked bleak; Bradley feared a concocted. It worked. 32

"World War I-type stalemate."30  How long Bradley's success in Cobra allowed him to acti-
would he last if the slugging continued un- vate the 12th Army Group and turn First Army
abated? Bradley eventually ended his dilemma over to Hodges, a Marshall man who had been
in a way Marshall would approve. He found the Bradley's deputy and understudy since early
right men to solve it for him. 1944. He had watched and learned, all right.

Collins, his VII Corps commander, turned out
to be an aggressive, brilliant infantry officer who Hedge' Fi/s Anny.
could exert the "control" Marshall prescribed. Grim Intensity
Collins placed battalions and maneuvered regi- Hodges took over his post with the highest ac-
ments. He also weeded out subordinates in good colades from Marshall. "Hodges is exactly the
Marshall fashion. "Lightning Joe" could pull it same class of man as Bradley in practically every
off, and he micromanaged his corps to victory, respect," effused the chief of staff in a letter to Ei-
Bradley had enough sense to ride this good senhower. He listed the infantrv officer's good
horse.;y points: "Wonderful shot, great hunter, quiet,

Bradley'- tactical air chief, Major General El- self-effacing, thorough understanding of ground
wood R. "Pete" Quesada, figured out the best way fighting, DSC [Distinguished Service Cross],
to mass air power and, in the process, suggested etc., etc." 34
the gist of the Cobra breakout plan. During a Commissioned from the rank' in 19,)9, win-
meeting to allocate resources, Quesada areued ner of the DSC as a battalion commander in the
passionately against continued dissipation of Meuse-Argonne and noted by Marshall as a sol-
tanks and guns among the corps. Make one id Fort Benning instructor. Hodges looked like
corps "overwhelmingly strong," Quesada recom- a sure winner. Bradley praised him as "a military
mended, and he guaranteed continuous close air technician whose faultless techniques and tacti-
support over every column. cal knowledge made him one of the most skilled

The infantrymen present-Bradley, Hodges, aftsmen of my entire command." 55
Collins, Charles H. Corlett, Troy H. Middleton Most of Bradley's First Army subordinates
and Leonard TGerow-looked surprised. Pre- would have wondered about whom their former
viously, First Army simply divided up the pie Army commander was talking. Tnie, Hodges
equally. Now this pilot, who obviously knew shared Bradley's belief in the importance of
nothing of fundamental Fort Benning-style in- sound infantry tactics and willingness to relieve
fantry tactics, had broken in with his unprece- problem officers. 16 However, he lacked Bradley's
dented suggestion. Bradley, who was not stupid, intelligence, communicative skills and energy.
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The inability to pluck meaning from Hodges' spare verbiage
could result in accusations of disobedience, one of Hodges' real pet peeves.

He believed that a subordinate's failure to carry out First Army's will, however
poorly expressed that will might be, represented a lack of loyalty.

The General.. . had almost no tolerance for concerns, complaints, bad news,
extra questions or anything he considered excessive in terms of

requests for support and supplies.

Hodges did not display any noteworthy degree The inability to pluck meaning from Hodges'
of intelligence, a marked contrast to Marshall, spare verbiage could result in accusations of dis-
Eisenhower, Bradley, Patton, Collins and most of obedience, one of Hodges' real pet peeves. He
the rest. His dogged adherence to book-learned believed that a subordinate's failure to carry out
tactics said little for his imagination. Patton First Army's will, however poorly expressed that
wrote that "even the tent maker [Bradley] admits will might be, represented a lack of loyalty. The
that Courtney is dumb. '37  general expected his officers to adhere strictly to

Yet, there he was, an Army commander. Ob- orders and procedures and to carry out their
viously, he knew the right people, if not the best missions. He had almost no tolerance for
ways to think. Hodges, who failed out of West concerns, complaints, bad news, extra questions
Point as a youth, appears to have been extremely or anything he considered excessive in terms of
sensitive about that, which may account for his requests for support and supplies. 4° Given
few utterances and well-known reticence. Hodges' sensitivity about his own intelligence

This shyness and, indeed, inarticulateness and his lack of speaking skills, it is hardly sur-
made it hard for Hodges to communicate his in- prising that this general refused to discuss orders,
tent to his subordinates. He abdicated much let alone argue about them. Orders were to be
day-to-day authority to his acerb chief of staff, followed, period.
Major General William B. Kean Jr., who Finally, Hodges proved to be much less ener-
badgered subordinates incessantly in Hodges' getic than Bradley. He rarely traveled forward
name. 38 Since Hodges said very little himself, from his various command posts. From I August
,ubordinates could never be quite sure which to 16 October, dunng the fighting around Mor-
were the Army commander's directives and tain, the drive across France and the initial at-
which were Kean's personal opinions. If they tacks into Germany near Aachen, Hod*ges vis-
guessed wrong, they paid for it. ited his XIX Corps exactly 13 times and went to

When Hodges did give personal instructions, one of that corps' divisions once.41 This did not
he preferred to use vague oral orders. Even so, he stop him from firing Corlett, the X1X Corps
usually included some very explicit, concrete di- commander, at the end of that period.
rective among his paucity of words. This is not The First Army commander preferred to recall
to say that Hodges communicated his intent in his subordinates for lengthy conferences in the
his terse remarks; he seldom explained why any .re rand even set up an extra command post to
operation was happening. Rather, the general facilitate these councils of war. Naturally, this
would salt an absolute requirement or two, usual- put a premium on reports from the fighting
ly expressed in terms of some defined terrain ob- corps; woe to the fast-moving corps that lost
jectives, into his verbal messages. 39 It took quite contact with the swollen Army headquarters
a bit of experience to become comfortable with sites! John Millikin of III Corps lost his com-
these types of "orders." Those who did not adapt mand for poor reporting, among other sins.42

quickly enough lost their positions. Hodges spent most of his time simply hanging
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Despite Hodges' persistence in the usual ineffectual
broad-front pushes, fears of relief apparently quashed

any dissent. Hodges ordered his corps into the
deathtraps of the Huertgen Forest, yet he did not
make it clear that he wanted the Rur River dams

beyond the woodsthat could have been seized by
other routes. Nobody dared ask "why."

General Courtney H. Hodges

around his headquarters "doing nothing."'43  vision who had been given a second chance by
Old Fort Benning friend, Collins, his "fair- Patton after some earlier trouble.46 Hodges, of

haired boy," became Hodges' premier fighter, just course, agreed with his two old Fort Benning col-
as he had carried the ball for Bradley. He relished leagues.
the oppominity. If Hodges wanted victories sure These reliefs, especially that of Corlett in XIX
to appease his chain of command and benefac- Corps after his successful fight near Aachen, poi-
tors, the ambitious Collins would deliver. He soned the command climate in the First Army,
and his VII Corps starred in every key First Army with predictable effects in the field. Times were
operation. already hard enough, with stiffened German re-

Hodges' usual rules did not apply to Collins sistance, foul autumn weather and serious logis-
who worked as almost a coequal on many occa- tics troubles. First Army needed to pull together
sions. Some felt Collins should have received in-the face of adversity.
First Army when Bradley left for the 12th Army But Hodges did not invite suggestions for re-
Group. For his part, Collins shrewdly backed the solving the quandaries. Instead, he named ter-
insecure Hodges, giving what First Army Air rain objectives: "Schmidt." "Huertgen Forest."
Chief Quesada called "boundless loyalty."44  His dispinted generals "trudged" ahead "with a
Collins made Hodges look good, and the Army serious and grim intensity," in Bradley's words.
commander chose not to interfere with Collins. Armored division General Ernest N. Harmon

Other corps commanders, who resented Col- summarized the First Army effort differently:
lins' special status and personal relationship with "slow, cautious, and without much zip." 47 He
the unapproachable Hodges, had to tread care- might have added "costly."
fully. One division commander groused that Despite Hodges' persistence in the usual inef-
Hoxges "did little without the advice and sup- fectual broad-front pushes, fears of relief appar-
port of Collins."45 The eager VII Corps corn- ently quashed any dissent. Hodges ordered his
mander obviously made recommendations corps into the deathtraps of the Huertgen Forest,
about his peers, as well as his own subordinates, yet he did not make it clear that he wanted the
Since Collins also believed in quick firings, it is Rur River dams beyond the woods that could
unclear who influenced whom when he and have been seized by other routes. Nobody dared
Hodges got together to discuss relief issues in ask "why" in the Huertgen Forest.
First Army. With Collins' corps leading, division after di-

Hodges relieved four division and two corps vision plunged into the evil forest and backed
commanders. In the first three cases, including out mangled. No generals objected. General
that of the XIX Corps commander, Collins Donald A. Stroh ot the 8th Infantry Division fi-
played an important role. Bradley, up at 12th nally took the town of Huertgen and asked for a
Army Group, showed personal interest in sack- brief leave-his son had just died in action.
ing Lindsay M. Silvester of the 7th Armored Di- Hodges rewarded him with a leave and relieved
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him from command. The fighting sputtered on Army dithered in exploiting the bridgehead,
from October until February, bleeding units Hodges smoldered and Millikin lost his corps. 53

dry.48  " To a great extent, most of the delays could be
While the Huertgen purgatory persisted, attributed to Hodges' uncertainty about contin-

Middleton of VIII Corps and Colonel Benjamin uing across the Rhine. Eisenhower preferred
A. "Monk" Dickson of the First Army staff wor- crossing in the north, in the British sector. For
ried about a German counterattack through the his part, Bradley worried as much about defend-
Ardennes, but both tread carefully around ing Remagen from possible German counter-
Hodges who could have cared less. Eisenhower attacks as about getting across in force. Bradley
and Bradley told Hodges not to worry, so he did and Hodges hemmed and hawed and tried to
not.49 His men paid for his lack of concern. talk Eisenhower into accepting reality instead of

When the Germans attacked in force in mid- sticking with the plan. Meanwhile, poor Mili-
December, Hodges nearly broke down. Eisen- kin paid the price for his boldness. He distin-
hower intervened, giving Ridgway and his XVIII guished himself as the 13th Armored Division
Airborne Corps to Hodges. He also ordered a commander in the remaining weeks of the war,
major counterattack by Patton's Third Army indicating that the fault probably lay else-
and a supporting attack by the British to the where. 4

north. All of this, plus good fighting by US sol-
diers of all ranks, saved First Army. Price Of in Relief:

Hodges did not lose his job, although the The Reckoning
thought crossed both Eisenhower's and Bradley's Under Bradley and Hodges, First Army
minds. Shaken by the attack, Hodges became claimed to have gained efficiency from its hard
even more pessimistic and cautious than usual command policy. It was first ashore in Nor-
and directed the most conservative possible mandy, first into Germany, first across the Rhine
counterblows once the German offensive ran and first to reach the Elbe River. Bradley recalled
down.5" He still showed no qualms about re- with pride that his old First "had borne the brunt
movinga new division commander who bungled of the really tough fighting."'55

his first attack.51 Perhaps, like Bradley had said, Unstated in Bradley's tribute are two salient
Hodges figured that ifheads had to roll, he would points worth remembering. The First Army
prefer to cut rather than be cut. fought tough battles, all right, but it too often

Hodges did not distinguish himself in the op- made thngs tough on itself. The Normandy bo-
erations after the Ardennes fighting. In his Feb- cage, the Huertgen Forest and the Ardennes did
rmary offensive toward the perennial objectives, not occur spontaneously. But there was more,
the Rur River dams, he launched another broad- even worse.
front effort through the outskirts of the Huertgen The First gained another distinction. "It also,"
Forest. This proceeded so indifferently that even Bradley admitted, "buried more American dead"
Bradley thought his old First Army "fell down on than his other armies. 56 Here was one price of
the job," although he blamed the staff, not being "hard enough" on commanders.
Hodges. More threats of relief in the lead divi- Interestingly, thanks to the victories they did
sion finally brought the dams into First Army *in and their certainty in naming and dumping
hands.52  culprits for their setbacks, none of the principals

When Millikin's Ill Corps jumped the Rhine paid for their mistakes. Bradley, who had be-
at Remagen ahead of all other Allied forces, lieved and tried Marshall's ways, went on to be
Holges worried rather than rejoiced. He fretted US Army chief of staff, chairman of the Joint
about the narrowness of the thrust and criticized Chiefs of Staff and to wear five stars. Collins,
Millikin, saying "there has not been sufficient who had been able to make the Marshall system
control" over the opportunistic operation. First work in battle, rose to four stars and also served
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as chief of staff. And Hodges, the least able ofthe far more readily in today's Army than his aictual
three by far, sustained by his faith alone, very fighting and leading techniques, saw the dangers
nearly took his First Army into the invasion of lionizing these Marshall men. 'Sometimes I
of Japan on Marshall's enthusiastic recomrnen- get desperate over the future. Bradley and
dation. Only the Japanese surrender and Hodges are such nothings."'58 He understood,
Hodges' retirement, shortly thereafter, pre- but he did not like it. Their type, not his, sir-
vented his further advancement. 57  

-vived to place an indelible stamp on the US
Patton, whose name and image are invoked Army. MR
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MakingtheCO Arms
N N

Training Strategy Work
Lieutenant Colonel Thomas R. Rozman, US Army

One of the most welcome outcomes of Operation Desert Storm is the
acknowledged success of Army raining. The author outlines ongoing
plans and savatlies to caM Army training into a period of reduced
.fundinr and resources. He sees the Combined Arms Training Strategy
(CATS), which has already made significant progress, as the over-
arching concept and system that can focus Army training strategies,
resource requirements and acquisition efforts into a more efficient
and effective program.

R ECENT EVENTS in the Persian Gulf and ment will be more capable. Greater ranges and
around the world clearly indicate the lethality for weapon systems, among other

Army must come to grips with a much more things, will make existing range and maneuver
complex set of operational requirements. The facilities inadequate. To be useful for training,
political developments in Eastern Europe and these facilities will require upgrading or replace-
the Soviet Union make the massive, high- ment. In fact, for maneuver and aviation units,
intensity ground war in Europe seem less possi- alternative training formats, such as simulation
ble. Yet, as the Iraq and Panama actions show, and simulators, will become an increasingly im-
the prospects for rapid deployment to contin- portant method of training soldiers, crews and
-enc y theaters are increasingly likely. It is now units to standard in the future.
apparent that whatever deployment option sur- All of these developments underscore a vital
faces, the Army must be prepared to respond Army requirement. To ensure the Army can
with adequate forces am-where on the opera- train to a battle-ready tandard for any mission
tional continuum, now and in the future, the Army must be

Unfortunately, this realiation comes at a time 'UccesshIl in its training system plamning and
when it appears certain there will be less forces planning management. Failure in this area will
available (with less budgetary support) to re- yield disaster-an Army that cannot train to re-
,pond to this range of possibilities. In such cir- quired standards and will needlesslv lose lives

luiu tances, the readuness challenge begins to as- and batles in some future war. Fortunately,
sume even greater stature as a potential major Akmy planners have already made significant
problem that must be addressed by Army plan- progress in developing a force tminin develop-
ning and a comprehensive training strategy. ment planning and management approach that

In addition to budget constraints, broader may forestall such a possibility-the Combined
mnisifon possibilities and a smaller ground force, Arms Training Strategy (CATS). This article
the Army will probably be more disparate in its proposes the next step in the evolving strategy-
.peciali:ed elements (heavy, light, special opera- the ways and means of implementing CATS in
tions, aviation, and so on), and its future equip- the current resource-constrained environment.
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Background also meant more gas, more spare parts, more bul-
Until recently, support for Army programs lets and more money.

and operations has- been relatively substantial. Because the force training concept, as a "mark
The Army's soldier strength has been stable at on the wall," has not been adequately designed,
just over three-quarters of a million. Generally, a clear picture ofwhat "things" would be required
resources for training the Army in US Army to execute that force training concept never
Training and Doctrine Command (TRADOC)
schools and in units have been sufficient to the
task. True, Gramm-Rudman-Hollings (GRH) Greater ranges and lethkay
legislation has had an impact on funding, but the for weapon systems... will make
constraints of previous post- and interwar pe- existing range and maneuverfacilities
nods have not been evident in Army training inadequate. To be usefulfor bii
during the 1980s. If anything, significant en- thsefacilies wi/ require upgraxg or
hancement of training capability has been added repaemenL In fact for maneuver wad
to the training system by fielding increasingly aviation unit, alM ati ningjbr--
more capable simulations and simulators, and mats, such as simtskolon and simaws
developing and activating the combat training wil become an increasig* inpodan
centers (CGrs). method of baining soldier

The CTCs (the National Training Center at
Fort Irwin, California, the Joint Readiness Train-
ing Center at Fort Chaffee, Arkansas, and the emerged as a comprehensive system. The result
Combat Maneuver Training Center at Hohen- has been a proliferation of "widgets" and "giz-
fels, Germany) have introduced the most sophis- -mos" that may or may not meet a legitimate re-
ticated capability to replicate "real battle" that quirement to train a critical battle skill within an
the Army has yet experienced short of war. The overarching concept. In fact, in the maneuver
CTCs accomplish this by melding traditional arms, increasingly expensive "gizmos" have been
maneuver exercises on terrain with a dedicated asked for but rather as augmentation to tried and
opposing force (OPFOR) and advanced tech- true maneuvering on terrain and live gunnery.
nology in the form of force-on-force weapons The result has been expending a great deal of
simulation using lasers and sensors. This lash-up resources on procuring a great array of items that,
provides casualty assessment and feedback data when examined, fail to meet a clearly stated re-
through instrumentation, a sophisticated com- quirement. During recent reviews of programs,
puter model and dedicated observers/controllers duplication was apparent. In some cases, valid
who, based on great tactical experience and us- training requirements-things with a direct im-
ing the instrumentation system, are able to pact on combat readiness that could not be
present units with comprehensive analyses of trained without a device-were not supported
their performance. for long periods of time.

That is the good news. However, it also leads This situation has come into sharper focus in
us to the bad news. Because money has been the last few years. It surfaced as the GRH deficit-
plentiful, careful long-range planning and man'- .- reduction legislation began to reduce fiscal flexi-
agement to ensure the best possible resourcing of bility and continued as technology began to ex-
Army training from the funds available have tend new systems capabilities. For weapons, that
been less than focused. Solutions to training invariably means overmatching ranges and
challenges tended to follow traditional thought; doubling or quadrupling per-unit munitions
that is, more maneuver, more gunnery, more fly- costs in the next generation of hardware. Most
ing hours, more field time. But, of course, that recently, budget decreases (exclusive of GRH)
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and attendant developments in force reduction 0 There has been a lot of duplication, and
have also heightened the need for a clearer pic- there are a number of areas that have not been
ture. As we get our 35mm camera lens focused supported.
on a sharpening image, the existing situation o New weapons and vehicle capabilities and
looks something like this: the anticipated cost of using petroleum products. The years of plenty allowed the expansion and bullets in a constrained budget environment
of the development organization with each sub- have dictated a need to determine what might
set devising its own development process. In the otherwise be available in training key skills.
training area, it further subdivided into system Consideration of this image produced an in-
and nonsystem segments. Though theoretically telligent reassessment that has matured into the
tied to a concept-based philosophy, the system Armywide training plan, CATS. From this
had become so extended that it was difficult to work, an emerging concept of how the total force
understand where everything fit and which con- will train all of its arms through time has devel-
cept requirements were being supported. opfd. The training system has to produce a

0 Sometimes field commands have exerted -ba~le-ready Army that can integrate any of its
enough influence to obtain an item, causing an elements into effective battle teams for deploy-
unforecast procurement. The result may have ment. It has to do this with the training re-
been losing something more valuable to the sources that can reasonably be expected to be
Army as a whole. Because an overarching con- available in a deliberate and careful plan.
cept did not exist, the greater Army value of CATS, as the emerging plan, provides an ar-
what had been compromised was also not as chitecture that progressively expands on the
clear. "how to" of today's force training doctrine (Field
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Manual [FMJ 25-100, Training the Force, and FM
25-101, Batte Focused Training) that comple- - Siwans,
ments the Army's warfighting doctrine. Addi- modfs timibSoviottm B
tionally, it addresses the near-term future by de- SieW .1-.l
veloping a force training strategy/concept that O-i i'Ith Ct
complements tomorrow's warfighting concept,
AirLand Operations. From these doctrine and
concept definitions of how we will train, disci-
plined requirement definitions are being de-
veloped. These are the training enablers (re-
sources) we need to execute the concept.

Of course, this all brings us to the real chal- .0
lenge. How do we successfully manage some-
thing that is gigantic? Training resources for the 4,
entire force cover a wide area. Everything from Signyfcn enkwucement of
class III (petroleum products) and class IX training cWabliy has ben added to the
(spare parts), eked out in operating tempo training system by feding incmw ng
(OPTEMPO) miles and flying hours; ammuni- more capable simulatons and simuda-
tion; ranges; maneuver areas; Military Construc- tors, and developing and activating the
tion, Army, (MCA) projects; devices; simula- combat training centers (CTCs).
tions; and simulators, to people are resources The CTCs have introduced the most
that support training. Somehow the architec- sophisticated capability to replicate "real
ture of CATS has to encompass a management battle" that the Army has yet
system that makes all of this workable. experienced shon of war.

Implementing a CATS
Management System * CATS thoroughly integrates training de-

The rest of this article proposes a management velopment with the Concept-Based Require-
system for CATS. Implementing the system is ments System (CBRS) and allied developmen-
also discussed. To appreciate the following dis- tal processes such as the Life-Cycle System
cussion, CATS is outlined in abbreviated form: Management Model.

e CATS is the Army's strategy for training To visualize the structure of CATS implemen-
integration of the heavy, light and special opera- ration, the schematic at figure 1 is provided. The
tions forces (SOF) of the Active and Reserve "goose egg" indicates that the basic training con-
Components, both in the institution and unit. cept for the force (all of its parts) trains in two
It is the Army's all-arms training strategy. places--institution and unit. These will exist no

e CATS provides the overarching Army matter what the warfighting doctrine is. The
concept for training the force-now and in the specifics of what skills and capabilities must be
future. trained, and to what standard, develops from the

* CATS considers the entire force training. thanges in warfighting doctrine or future war-
system, both institution and unit. fighting concepts.

* CATS establishes the context for strategy/ The top box in the goose egg, warfighting doc-
concept-driven training requirement develop- trine, is what was defined by the preceding bul-
ment and management. lets. The participants in this strategy/concept

* From the CATS requirement definition, definition process are TRADOC, the integra-
the Army develops and refines its training re- tion center (ICs) and the schools. Other Army
source acquisition strategies. organizations will participate in their areas of
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expertise. The US Army Materiel Command Program Objective Memorandum (POM).
(AMC) will serve as a primary information The next box down in figure 1, proponent tram-
source on technology arid hardware capabilities, mg strategies, would involve several actions.
software and p ram information. Analysis and Within the CATS concept provided by TRA-
test agencies will assist in clarifying the alterna- DOC HQ, the Combined Arms Command-
tives and validate the basis for alternative design. Training (CAC-T) develops the combat, con-
Major Army commands (MACX)Ms) will pro- bat support and combat service support training
vide input throughout the axepdesip pxoc- strategy/concepts. These concepts will be pro-
ess through the schools, ICs and TRADOC vided to the proponent schools and will initiate
headquarters (HQ)-level interface. development of their am-specific training con-The key result of the top box is that the TRA- cepts. The ICs will integrate the school strategy/
DOC level of the strategy/concept definition concepts -into the combat, combat support or

combat service support concepts as appropriate.
From these concepts, specific requirement

Because the force training concept, definition will occur. At the IC level, it will focus
as a "mark on the wall," has not been on integrating the force such as specific training
adequately designed, a clear picture of concepts and training requirements for the

what "tiwngs" would be required to battlefield operating system of command and
execute that force tainng concept never control.

emerged as a comprehensive system At the IC level and at some other agencies
The result has been a proliferation of (such as the Army Training Support Center
"widgets" and gizmos" that may or [ATSC] for training, devices, simulators and sim-

may not meet a legimate requirement to ulat-ons [TADSS]), the integrated training re-
train a critical batle slag within an sources will be developed into unconstrained

overarching concept- training resource area master plans such as the
CTC master plan and Family of Simulations
(FAMSIM) master plarL Constraint will then be

process establishes the guidance for the more de- applied, based on budget guidance, producing
tailed proponent strategy/concept definition, modernization plans. Each plan will state its con-
The entire process is interactive so that, once the cept definition for that resource's use within the
detailed training concept has been developed, defined force and proponent training strategies.
its identification of "overages and shortfalls" be- These integrated packages will provide the
comes feedback during regular reviews. The re- conceptual underpinning (outlining what is to
suit is that all players better understand the con- be done) for the requirements (describing how
text within which they operate, as well as what it will be done) which, in turn, will provide the
the whoie concept picture looks like. basis for the acquisition strategy (where it will

The process, therefore, develops the force's come from and when).
training system as a total system. This process is The ICs and other integrating agencies such
directly aligned with warfighting doctrine and as ATSC, in developing the plans, will identify
future warfighting concepts that develop from "anintegrate all required training resources such
CBRS. It ensures this alignment by aggressive as system and nonsystem TADSS, maneuver
interface with combat, materiel and force devel- areas, ranges, targetry, instrumentation, OP-
opers. It uses a review mechanism that updates TEMPO, ammunition, and so on. TRADOC
the concepts and requirements, assuring the best HQ will provide final concept, policy and pnori-
prioritization possible in the various acquisition tization recommendations to HQ, Department
strategies. The objective is an accurate reflection of the Army (DA).
of Army training priorities in the budget and the The ICs and agencies will develop from these
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How do we successfully manage something that is gigantic?
Training resources for the entire force cover a wide area. Everything from class III

(petroleum products) and class IX (spare parts), eked out in OPTEMPO miles and
flying hours; ammunition; ranges; maneuver areas; Military Construction, Army,

(MCA) projects; devices; simulations; and simulators, to people are resources that
support training. Somehow the architecture of CATS has to encompass a

management system that makes all of this workable.

plans, prioriti:ed lists in each resource area, and Also important to the integrating level of con-
the [Cs will integrate proponent lists into the cept and requirement definition is the role of the
:nmrer and modernization plans. \IACONIs. MACOM review of concept and

The preceding outline anticipates that these requirement definitions, particularly from the
'ctio10ns will generate two major torce training present out to four years into the fiture, ensures
substrategies-ne for the institution and one that MACOM-unique perspectives and needs
for the unit. Current functional alignment with- are properly considered in the definition process.
in TRADOC assumes that CAC-T will be the This review requires that projected strategies and
lead integrating developer tor institutional concepts must be developed.
,tratevies/concepts and requirement definition. "" Projected strategies/concepts guarantee we
I nit 'tritegy definition will be derived accord- know where we want togoover time, particularly
t'g to the outline described above. Both strate- with the master and modernization plans, and we
-ies are essential to the success of the force train- know what we want to buv. Projections might

"n ,vStem. It is essential to produce an effective 1-e aligned with the Planning, Programming,
balance of both strategies over time if a combat- Budgeting and Execution System (PPBES) in
ready force is to be reliably achieved today, the Program Objective Mlemorandum (POM)
romiorrow or in the future. and the extended planning program (EPP). This

MILITARY REVIEW * May 1991 79



would appear as shown in figure 2 where the re- are integrated into the appropriate acquisition
source structures to support the strategy might strategy. Concept and requirement definition
look like the bullets under the plan boxes. may occur at DA, MACOMs, TRADOC HQ

Once the ICs and other integrating "role" and the lCs or the schools. They will be finalized
agencies have completed their work, the schools and consolidated by the ICs and other appropri-
will become involved, Actqally, the schools will ate agencies, such as ATSC, into the training re-

source area plans and the supporting acquisition
strategies.

Thes actons will genert two major Continuous refinement of force training stra-
force training substrtegies--onefor the tegy/concept and supporting requirement defi-
nstion and one for the nk ... Both nition will result in identifying the major sub-
sftategia we essenil to the sucess of areas of the overarching concept. Today, these
the force hubsi gsyle It is essential may best be thought of as the institution and

to prodWe a o ffctiv*,bachiwc of both unit, each with its distinct concept of how train-
strategies over Mimi ifa comba-rady ing is to be conducted. The two areas combine
force is to be rel y achived today, to reach the objective force training goal of a

tomorrow or in the fisl . force trained to standard to execute wartime
missions.

Supporting these two major divisions are oth-
be involved as early as possible throughout this er major subsets that describe, as previously men-
dynamic and ongoing process. Specifically, the tioned, the concept of application for the pri-
schools will develop their arm-specific training mary training resources required to execute the
concepts and identify the resources they will c6ncept. Examples of these areas have been
need to execute these strategies/concepts. The mentioned earlier. These subconcepts will be
arm-specific strategies/concepts will be built developed into unconstrained master plans that
within the context of the Army (TRADOC) describe how the particular resource concerned
and IC strategies/concepts. Ann-specific con- applies to training the force over time. Following
cepts and requirements will be integrated into is an outline of what these training resource
the various plans and the supporting acquisition plans would look like:
strategies. For example, infantry requirements * Training resource area plans respond to
for Bradley gunnery TADSS will be integrated the force training concept articulated by DA,
by CAC-T and ATSC into the TADSS plan TRADOC HQ, the ICs and the schools.
and the supporting TADSS acquisition strategN. * For the particular resource area, the plan

From the preceding effort, as figure 2 illus- states the integrated concepts for that resource
trates, a comprehensive and integrated defini- area within the defined force and proponent (in-
tion of Army force training requiremenrs will re- stitutional and unit) training strategies/concepts
suit. These are the critical training resources and outlines what is necessary to execute the
that, at various points in the future, will allow the concept over time.
Army to train as it said it planned to train in its * The executive agents for the plans are pri-
future training strategy/concept definition. narily the ICs and/or designated agencies.

Specifically, training resource requirements * The plans include, but are not limited to,
are all of the resources the various training con- these training resource areas: CTCs, FAMSIM,
cepts must have. Training resource requirements TADSS, ammunition, OPTEMPO and ranges.
address nonsystem and system, institution and e The plans provide the basis for supporting
unit, soldier to Army corps, and Active and Re- acquisition strategies.
serve. Once requirements are defined and incor- e The plans will be updated on a cycle that
porated into a training resource area plan, they is responsive to the PPBES.
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Figure 2. Army Training Strategy Through Time

The plans, over time, may subdivide into sep- ments proponency. The strategies would ulti-arate plans as a particular component achieves mately be incorporated into the Army Modem-
more prominence as a tining resource category ization Memorandum by TRADOC and then
such as the simulation portion of TADSS be- in aterd into the Long-Range Army Materiel
coming a separate area under the FAMSIM mas- Requirements Plan (LRAMRP) and the POM

ter plan. Another possibility would be coalesc- at DA level.ing separate areas into a single plan such as all An outline of acquisition strategy develop-
facilities oriented on nonhome station fire and ment would show that training reource area ac-
maneuver tining coming under a single plan. quisition strategies are the consolidation of a re-

A final pxosibility, of course, is the disappearance source area's requirements into an acquisitionof a plan as a resource area becomes unnecessary, plan. This plan would prioritize requirements,
based on the overarching force training concept. translate requirements into the PPBES and

Constraint, as earlier noted, will be applied clearly state milestones for resources to be ac-based on budget guidance, transforming the quired. It would als identit i all sources on re-
plans into modernization plans. These con- urces and funding that support them; for ex-
strained plans will become the basis for the ac- ample, budget categories such as Operation
quisition strategy, an important result of the and Maintenance, Army, MCA, and so on.
plans. These packages will establish the time- Acquisition strategies show a direct relation-
table forse siic r or eon support- ship ot acquisitions to reguirements that derive
ing funding, programmatic time lines and priori- from tining strategies/concepts-a clear pic-
ties. This information will directly link with the ture of why the Army needs the resource and
PPBES input currently under combat develop- what the Army will do with it.
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tight. More efficient means must be applied to
Constint... will be ensure the best training resource is bought and

applied based on budge guidance... that critical holes in training the force do not de-
These constdplans will become the velop. That takes a system that, as clearly as pos-

basis for the acquisition strtegy, sible, states "how" the Army is to train (con-
an impodan resuktof the plans. 7hese cept), identifies "what" resources are needed to
packages will establish the timetable train (requirements) and "where" these require-
for specific resource development, ments will come from (acquisition strategy) in

supporting funding, prognammadc time the emerging funding environment. The Army
lines aid priitet must articulate its training system as a force

training system-a companion to its warfighting
system. . If the Army can state its warfighting

Toward a Comprehensive Strategy concept and the necessary requirements to ex-
The preceding discussion, at first ga e, may ecute that concept (CBRS), it should also be

give the impression that much work has to be able to state the companion force training strate-
done. In fact, many pieces of what is recom- gy/concept to support the warfighting concept
mended already exist in part or in a fairly com- and the resources needed to execute that train-
plete form. The overarching strategy articula- ing strategy/concept.
tion has been developing in the TRADOC Finally, it behooves the Army to define such
CATS initiative and predecessor efforts of sever- a force training development approach in such
al DA special task forces. Considerable work has a way that it institutionalizes the guidance. This
been ongoing in defiming institutional and unit is necessary to ensure that all participants under-
training doctrine and future concepts through stafid the concepts, their roles and the objec-
several documents. These include FM 25-100, tives. The codification should be in a regulation.
FM 25-101, Student Text 17-12-7, Armor Such a document would be dynamic and con-
Training Strategy, and US Army, Europe, (USA- stantly in a state of review-the proverbial living
REUR) Regulation 350-1, USAREUR Training document. It would provide a means to focus
Directive, and, most recently, initial work on what currently are somewhat dispersed eftorts to
CATS proponent baseline training strategies. ensure the desired results-a trainable Army in
Resources area plans have already been evolving all of its parts. If we do not achieve such focus,
in the CTC master plan, CATS-TADSS effort, we may have an untrainable force later.
training management area master plan and CATS implementation isdoable. Many of the
Standards in Training Commission (STRAC). key ingredients are already in place. There is

The question immediately arises, why bother, much work remaining to be done. But the meas-
then, to coalesce all of these correct initiatives ure of success is a trained force over time-light,
under one roof? The answer is simple. The num- heavy, SOF both Active and Reserve, in the
ber of affordable plans and programs under a fair- institution and in the unit-a force that is ver-
ly generous budget are less so when funds get satile, deployable, lethal and combat-ready. MR

Li t Colonel Thomas R. Rozman is chief, Ccepts and Strategies Dirson. Co//ecilt
Training Directorate, Office of the Deputy Chief of Staff for Training, US Army Training and
Doctrine Command, Fort Monroe, Virginia. He holds an M.B.A. from tdie Uruversirv of
Massachusetts and is a graduate of the US Military Academy and the US Army Command
and General Staff College. He has served in a twinery of command and staff assignments in
Korea, Europe and the Coninena Un ated Saes, He was coauhor of "A Training Ctncept
for Heavy Forces Mod -izaaon" and "The Expansible Army" which appeared in dhe June
and November 1990 issues of Military Review respectively.
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FM 22-103, Leadership and Command at Senior Levels:
Good Draft, Go-Final!
By Colonel Terry A. Girdon, US Army

The publication of US Army Field Manual Chapter 1 introduces the subject matter very well.
(FM) 22-103, Leadership and Command at Senior It might be considered prophetic with its title, "The
Levels, in June 1987, heralded a new era of leader- Challenge." Chapters 2 and 3 are also well focused
ship doctrine for the Army.' It formally recognized on their topics of vision and ethics, each one dis-
what good leaders already knew: Leadership com- cussing, in some detail, a single senior-leader com-
petencies and behaviors required at the bngade lev- petency or behavior. Chapter 4, "Professional
el and higher are different from those needed at the Skills," is where things begin to go awry. First, the
battalion level and lower. Then Chief of Staff of title is misleading to the extent that all of the se-
the Army General John A. Wickham wrote in the nior-leadership competencies and behaviors dis-
preface, "This manual recognizes the complexity of cussed in this FM could fall under it. Second, it has
leadership and command at senior levels and the gone from addressing a single principle to an entire
separate need to address indirect leadership con- cluster. In addition, this chapter sets forth a large
cepts and fundamentals critical to building organi- variety of behaviors further categorized as being
zational teams." 2 It is not that you can forget what concept-, competency- or communications-based.
you have already teamed but, rather, that you need But, in Chapters 5 and 6, "Command Processes"
to add additional leadership competencies and be- and "The Organization," FM 22-103 really loses its
haviors to your repertoire to remilln SUcCessftUl das ltocus. Chapter 5 swerves away from scnior-levcl
you move tip the chain. So flr, s) good. leadership to talk about command, while Chapter 6

FM 22-103 says it is "a statement of principles, addresses senior leadership from a whole new direc-
illustrated by examples, providing i framework for tion. Shortly after IM 22-103 was published, Lieu-
action whcrein a senior leader can fit his own lead- tenant General Walter F LIInmcr Jr. xwrotc. "It tails
crship stle." Unfortunately, it never fully delivers to distinguish between 'leadership' and 'command'
on this promise. Its use is a primary text for the at senior levels. The difference between 'leader-
resident and nonresident classes of the US Army ship' [the art and process of influencing and mon-
War C(olleize, (arlisle Barricks, Pennsylvania, has vatingj and 'command' [a responsible officer exer-
,knt(,n'tr.itcd there are sime strius problenms with clsin- tiuihoritNl is ,nc ,t sCvcral p, ilts lneeing
its organm:ation, thoroughness of content and intel- greater claritication." -lThe intonnatmon presented
lectual riw r. What was a most welcome addition in these two chapters is interestin, and important,
.ihniio't h'r ,e.irs S1o is now ,iihutial badly in but it dtes no t lit with the iiterlii pr'cdin,2 it.
need of revision. What form could a new version The final chapter, Chapter 7. presents excellent
,t FN I 2'2 take t OAssiaL'e these pbleinis' lioritc.il exampcs iiiot ,cnr Ic. Jer in h f thit

Organization. The manual's organizational illustrate the leadership prini.ipies discussed earlier.
problems are the easiest to describec. The chapter The manual's failure to maintain a coherent. [,i-
titl s-"The Challenge," "Leadership Vision," "Pro- ical approach in presenting senior-level leadership
tc'-ilul Ethics." "Prtcsi.nd <kill, "... 'immmd dtrine is a serious distraction. It needle-ssl coin-
'r, ceses." "The i)rganization" and "Senior Leaders plicate., a subject at the ver heart Of the 1iiithtJr
in .ct ,n"-tell us niich more alout the contents p.tession. If this was the only problem, the mani-
'hin\\.i., intenlde.'d. Itonntl it,-nse acertatin"*;p- al wiild not wirrant our attention, but nntortn-

pi, ,ind rangis" flavor to this list n yo .ire not alone. natelh, the dittictulties, go deeper.

One prinwrxdifficultvwith FMI 22-103 isthat it (Ives Thoroughness of Content. Tbesc ,irnila-
_'\ e'nX n ii~ h~l n betcl \rlitcn ]\ .i c itlt.e?. ih A iiin.il iiWo 'ii'tencle, 1113% m sk th itc-" e , I'

"N det hm,.' in, iswrnc w\hen ,i have ditficulty identi- lmore important, hindanentil lues,,tiin. I \ i FN
tvint and ,utlinin, the "principle , ilusltrated with 22-103 thoroughlv discus,, and present ,i complete
cxiin ,,"bc prct;ace prnmie,,..:A brietfchipter-bv- list it the kc\ conx'tenm e, ind beh.i ir, i senior
clhptcr cx1mina I ,n \\dl illustrate the pint, leader needs -he answer is es .ux no. The\ ire
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all discussed, but all are not given the attention planning, organizing and budgeting behaviors.
they deserve. A comparison of the Army doctrine Team building-The senior leader provides the
in FM 22-103 with what recognized civilian ex- command climate to develop a shared vision and
perts in the higher level leadership field are saying understanding of the commander's intent.
illustrates the problem.' Motivation-The senior leader ensures there is a

FM 22-103 states, "The model of leadership and will to win and it is nurtured by the command climate.
command presented looks much like a wheel. It is Is this a complete listing? Is each competency
founded on the practical realization that all action and behavior explored thoroughly? One might an-
starts with a vision of what is required. '6 Vision, ticipate that all eight would receive equal coverage
then, is the hub or core of the wheel, and there are in the manual. Even a brief examination, however,
five spokes radiating from it-challenge, ethics, reveals this is not the case. Vision and ethics each
skills, processes and organization. There is a chap- have their own chapter conceptual, competency
ter on each, including vision, in the manual. Care- and communication skills each have about a third
fully reading these chapters, a list of recommended of a chapter, management and team building each
senior-level leadership competencies and behaviors have about a fourth of a chapter, and motivation
can be drawn. Unfortunately, this is a needlessly has less than half a page. Perhaps the assumption
difficult and complicated exercise because of FM of equal weighting is wrong. Comparisons with
22-103's organizational confusion. what civilian experts say about senior-level leader-

There is another reason it is so hard--the degree ship should clarify whether the doctrine presented
of thoroughness with which FM 22-103 presents the in FM 22-103 is complete and thorough.
various senior-leader doctrine elements. To illus- John Gardner, a former cabinet officer and pro-
trate, let us begin by identifying the eight competen- lific writer on leadership, has one of the more ex-
cies and behaviors forming the basis of senior-leader haustive lists of essential senior-leader competen-
doctrine included in the current FM 22-103: cies and behaviors.- There is a direct content

Vision-The senior leader should have a con- match between his list and the one drawn from FM
cept of where the organization is going. 22-103(see figure). While the relative importance

Ethics-The senior leader must be a role model, of-each task may vary over time and situation, it is
promote subordinates' ethical development, and de- clear Gardner considers each to be of equal impor-
velop and sustain the ethical climate. tance. This equality is not reflected in FM 22-103.

Conceptual skills--The senior leader should be James M. Kouzes and Barry Z. Posner published
able to make decisions and forecasts using creativity an excellent book, The Leadership Challenge, the
and intuition, same year as FM 22-103.' In it, they sought to

Comp y skills-The senior leader must pos- provide for leaders what Thomas J. Peters and Rob-
sess the required aptitudes, knowledge and abilities. ert H. Waterman Jr. provided for business profes-

Communication skills-The senior leader must sionals in their 1982 best seller, In Search of Excel-
develop interpersonal, listening, language, teaching lence: Lessons from America's Best Run Comanies,
and persuasive skills. such as learning from the success of others. Kouzes

Management-The senior leader focuses on and Posner looked at highly successful senior lead-

Correspondence of Senior-Leader Competencies/Behaviors
FM 22-103 Gardner Kouzes/Posner Bennis
Vision Envisioning Goals Inspiring a Shared Vision Managing Attention
Ethics Affirming Our Values N/A Managing Trust

Conceptual Skills Renewing C~allenging the Process N/A
Competency Skills Serving as a Symbol Modeling the Way Managing Self
Communication Skills Explaining N/A Managing Meaning
Management Managing N/A N/A
Team Building Achieving Workable- Unity Enabling Others to Act N/A
Motivation Motivating Encouraging the Heart N/A
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ers to see what made them successful. They found two separate and distinct levels--organizational
five leadership practices common to all (see fig- leadership (corps, division and lower) and executive
ure).'0 FM 22-103 addresses all five, but the equal leadership (unified commands and the like))7
emphasis Kouzes and Posner place on their five is Carl von Clausewitz acknowledged this break in
not evident in FM 22-103. indirect leadership many years ago: "A major gulf

Warren Bennis used an approach much like exists between a commander-in-chief-a general
Kouzes and Posner's during his five-year study of who leads the army as a whole or commands in a
"90 of the most effective, successful leaders in the theater of operations-and the senior generals im-
nation; 60 from corporations and 30 from the pub- mediately subordinate to him."" The US Army
lic sector."" From his effort, Bennis coined the War College has incorporated this executive- or
often-quoted phrase, "Leaders are people who do strategic-level leadership into its curriculum as part
the right things; managers are people who do of a retitled core course called "Strategic Leader-
things right."" Bennis' study produces the expected ship," first offered to its 1991 resident class. The
diversity, but it also identifies four competencies Center for Army Leadership, US Army Command
shared by all of the successful leaders(see figure).' 3  and General Staff College, Fort Leavenworth, Kan-
Once again, Bennis' study has a high degree of sas, has been working for some time on an additiodal
content correlation with FM 22-103 but disagrees chapter of FM 22-103 to recognize this distinc t.
with the manual on the relative importance of in- The best approach now, however, would be to incor-
dividual competencies and behaviors. porate it into a completely new FM 22-103 edition.

This quick look at what four civilian experts say The pamphlet goes beyond the FM's treatment
about senior-level leadership reassures us at the of leadership vision to talk about "frame of refer-
completeness ofcurrent Army senior-leadership doc- ence" which it defines as "understanding cause and
trine as presented in FM 22-103. However, it raises effect in complex situations." 9 It describes what
some disturbing questions about its thoroughness. the Army's senior leadership says is critical in devel-

oping this vital competency. It cites the imotr-
IntolleCtMl Rigor. There is no other way to say rance of systems understanding, an understanding

it. FM 22-103 lacks the intellectual rigor one expects of second-order effects, a future focus and vision,
in a doctrinal manual for senior leaders. Comparing and proactive reasoning. Each of these compo-
it with any good leadership text would certainly make nents of vision at the senior level needs to be dis-
this point, but comparing it to a much more closely cussed in the new FM 22-103 edition.
related document proves even more convincing. l  The conceptual skills associated with decision
Department of the Army Pamphlet (DA Pam) making are discussed in both DA Pam 600-80 and
600-80, Executme Leadership, has plenty of rigor. " In FM 22-103.20 The pamphlet, however, also dis-
fact, it may have too much which would explain why cusses the important notion of value added in the
it is so seldom read. following terms: "Leaders at all levels have unique,

Published the same year and month as FM critical tasks that cannot be performed by subordi-
22-103, DA Pam 600-80 should really be viewed nates, most commonly because they are so complex
as a complementary document. It contains the US that lower echelon leaders lack the frame of refer-
Amw Research Institute study results of what the cnce to make the required deci.ion. Tatsks that
Army's most senior leaders (serving three- and cannot be delegated are critical and the leader who
f ur-star office2rs) have to say about their own lead- does them makes a unique contribution Jadds val-
ership. It is the Army's equivalent to the research, uel."2' This key decision-making aspect needs to
discussed earlier, conducted by Kouzes and Posner be included in the manual.
about successful business and industry leaders. DA DA Pam 600-80 has an excellent chapter on or-
Pam 600-80 provides some very valuable insights ganizational culture, values and climate.: It de-
into senior-level leadership and deftly combines scribes- one aspect of the interaction of culture and
the theory with the practice. What does the pam- V'blues as the "cascading translation process"-a
phlet provide that the FM is missing? high-sounding name for a verv Important con-

DA Pam 600-80 recognizes three leadership lev- cept.i A key responsibility of executive leaders, or
els instead of two, as cited in FM 22-103. The FM strategic leaders as the Army War College calls
differentiates between direct leadership at the junior them, is to ensure their policies are in consonance
level (battalion and lower) and indirect leadership at with the organizational culture and values. If they
the senior level (brigade and higher).' 6 The pam- are, they will be more readily accepted as they "cas-
phlet agrees with the direct level of senior leadership cade" down the chain and are further "translated"
but further divides indirect senior leadership into and explained at each intermediate level of

MIUTARY REVIEW * May 1991 85



command. If the strategic leader is truly in sync problems and the thoroughness question of the cur-
with the organization's culture and values, then one rent FM. The complete answer will come with the
should expect the actions and orders at the bottom application of more intellectual rigor.
to agree with the policies issued from the top. That Chapter 1 should introduce the subject and
is the cascading translation process in action. The identify and give a brief discussion of the three
FM's limited treatment of command climate does leadership levels. The primary thrust should con-
not do justice to these important concepts all se- tinue to be senior-level leadership, although a later
nior leaders must understand for the good of their chapter should be dedicated to discussing the third
organizations and themselves, and highest level-strategic leadership. Chapters 2

These four examples illustrate the intellectual rig- through "whatever" should each be dedicated to a
or an Army doctrinal publication can have but that single senior-leader competency or behavior and
FM 22-103 does not have. The goal must be to in- include a substantive discussion of each in the
corporate into the manual the substance but not the manner of DA Pam 600-0. The chapters should
confusing academic language. The objective is to not be long, but discussion of their topic should be
add depth and breadth to a senior/strategic leader's rigorous and insightful. A concluding chapter
understanding of one of the central military prfes- much like the current "Senior Leaders in Action,"
sional tenets-leadership. That is FM 22-103's would be a fitting finale, particularly if it provides a
purpose-one that is achievable with a new edition historical illustration of each competency or behav-
of the manual. What, then, should the new version ior discussed in the earlier chapters.
look like? Senior leaders are intelligent; let us write their

leadership doctrine accordingly. The manual should
A New Ves.on of FM 22-103 avoid what one early critic of the current manual
The new FM 22-103 should be well-organized, describes as "a style that from the start repeats all

thorough and intellectually rigorous. The unifying the cliches of officership" and another describes as
element for presenting the doctrine should be the "endless alliterative lists of traits."2 7

eight senior-leader competencies and behaviors al- When it was published, FM 22-103 represented
ready present in the manual. They are a good a ignificant addition to US Army leadership doc-
starting point. Gary A. Yukl writes in his excellent trine. It filled a recognized void with valuable ad-
second edition of LeoAership in Organizaorts that vice and counsel for senior leaders. Since that
"there is no absolute set of 'correct' behavior cate- time, however, continued research has brought new
gories.""4 He indicates that differences will occur in insight and understanding into this critical military
such lists for three primary reasons: the list's our- professional element. Just filling a gap in leadership
pose, the list's abstraction level and the methid doctrine is no longer enough. As resources become
used to develop the list.2" The eight competencies scarce and the Army shrinks in size, senior- and
and behaviors in the current manual are well- strategic-level leadership quality and effectiveness
suited to their purpose and are substantially consis- will be all the more critical to future success. The
tent with the civilian examples cited and the re- current FM 22-103 is a good draft, but it is time to
search in general. 6 The Army would be well- go final! MR
served by using them again as a doctrinal base.

How should the revised FM 22-103 be orga- COL Grdon is d decror of Leaderhp and
nized? The new manual should dedicate an entire Management Studies, US Ar War CoLee Car-

chapter to each of the identified competencies and / s arraennslAma r C
behaviors. This would solve many organizational
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The Tools to Select Leaders Are Available-Why Not Use Them?
By Captain Thomas A. Kolditz, US Army

Selecting and developing leaders versus managers leaders following an existing training plan. Any
is not a new issue. Every officer in the US Army, concept or doctrine can form the assessment basis
at one time or another, has endured some tired such as the leader dimensions of decisiveness and
viewgraph transparency describing leaders as "bold, risk-taking listed in US Army Field Manual (FM)
decisive, risk-taking" and managers as "careful, me- 22-100, M/itarv Leadrsh. Applied psychologists
ticulous, bureaucratic." But actually selecting and have measured these variables for years. Insofar as
developing true leaders is a problem considered and the differences between leaders and managers can
endured in the same manner as the weather-with be described, those differences can be assessed and
resignation smacking of helplessness. This should the assessments used to aid selection decisions.
not be the case. The leader development commu- For example, the Reserve Officers' Training
nity is not helpless. The tools are in place to objec- Corps (ROTC) Cadet Command, Fort Monroe,
tively select leaders having the qualities doctrine Virginia, uses the Leadership Assessment Program
and common sense demand of professional leaders. (LAP). It is a structured assessment program de-
Why not use them? signed to select cadets for active duty and uses 16

Structured Assessmwft Tools. Structured dimensions of leadership as its yardstick. The US
assessment techniques (the tools) could augment Army Training and Doctrine Command (TRA-
current Army procedures used to select and develop DOC), Fort Monroe, Virginia, uses the Leadership
leaders. Structured assessment means using multi- Assessment and Development Program )LADP) to
pIe observations and written instruments to develop develop leaders. This program uses the nine leader-
,bjective, quantitatively valid behavior evaluations. ship competencics trom FM 22-1,k as criteria.

Assessment forms differ fundamentally from tradi- The LADP is implemented in all resident leader
tional evaluation approaches that use tasks related to training courses lasting five weeks or longer.
some concept, with success or failure at the tasks Structured assessment can also take place in
presumably denoting mastery or deficiency in the assessment centers that are essentially resident
concept. Structured assessment also uses tasks, but workshops where leaders perform tasks designed to
success or failure at the tasks is considered irrelevant. 'elicit the behaviors meaningful to assessors. Gener-
Instead, behaviors surfacing during task completion al officers are offered the opportunity to attend
are rated with respect to a concept, and the ratings such a workshop at the Center for Creative Leader-
are combined quantitatively to give an estimate of ship in Greensboro, North Carolina. Using asses-
ability-in the case at hand, leadership ability. sment centers is the better method, but it is more

There are two forms of assessment-assessment expensive than most assessment programs.
programs and assessment centers. The Army is Recurring Call for Assess nt Tools. Sen-
currently using structured assessment programs. In ior Army study groups have repeatedly recom-
these programs, assessors are trained to observe mended the Army establish assessment centers to
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augment current selection and evaluation efforts. As an assessment center. This rigorous, structured
early as 1978, the Review of Education and Training assessment course includes written tests and instru-
for Officers (RETO) -study recommended to the ments, briefings, obstacle courses and physical chal-
Army chief of staff that all commissioning program lenges, interviews and planning projects. Within
applicants be processed through an assessment center 48 hours after assessment completion, prospective
as a gate in the selection process. A similar recom- officer candidates receive assessment results by mail.
mendation resurfaced in the report generated Approximately 50 percent pass and are recom-
through the Professional Development of Officers mended for officer training. The assessment center
Study (PDOS), directed in 1984. The Leader Devel- cost is minimal compared to the cost of discovering
opment Action Plan, currently in the execution unsuitable candidates during more expensive, de-
phase, calls for the leader development community velopmentally focused training.
to capitalize on Cadet Command's LAP success and To illustrate the practical significance of assess-
to continue efforts to use structured assessment to ment centers in our Active Army, consider the very
help leaders develop their skills. Modifying assess- successful assessment center for company command
ment puiwam emerging n the Army as an inex- selectees at Fort Carson, Colorado. In 1979, the 4th
pensivea .atetoestablishingasessmentcenters Infantry Division (Mechanized) commander, then
that are more expenive. Major General Louis Menetrey, established an

If a single theme runs concurrently with these assessment center as part of the precommand course
recommendations, it is objectivity. For example, to give developmental feedback to company comn-
the RETO study specifically investigated officers' manders before they assumed command. Informa-
perceptions of inequity in the selection processes tion about the prospective commander's perform-
among the three commissioning sources-Officer ance formed the basis of a developmental counseling
Candidate School, the US Military Academy and session at the end of the two-day assessment but was
the ROTC. If study group participants had known never shared with the officer's command chain.
the Army would subsequently face a large-scale During the six-year period the center operated,
drawdown, it is possible the theme would have the administrators kept confidential assessment rec-
been even more pronounced. Our aging retention ords. They discovered that approximately 80 per-
and selection system faces great challenges in the cent of the company commanders unsuccessful in
wake of Operation Desert Storm. The objectivity command (defined as either relief for cause or re-
inherent to quality assessment could reinforce both ceipt of a referred officer evaluation report) were
the perceived and actual fairness of necessary force previously assessed as having significant deficiencies
reductions. Ironically, the Equal Employment Op- in leadership abilities. (The potential practical
portunity Commission used structured assessment benefit of structured assessment as one component
to fill senior executive positions created during a of the command selection process is eliminating
reorganization in the late 1970s. the practical costs associated with unsuccessful

Practc Application. Assessment techniques command.) Reluctantly, in 1984, Fort Carson
enjoy considerable success in the private sector closed the assessment center portion of the precom-
where validity issues are related to hiring and, there- man course because of funding constraints.
fre, are tested in court. Many large cities use as- The expanded use of structured as sssment in
sessment centers to make promotion decisions in
their police and fire departments. Numerous gov- the Army mirrors, in some ways, the expansion
ernment agencies such as the Federal Aviation Ad- path taken in the private sector. For example,
ministration, Federal Bureau of Investigation, Inter- those familiar with the LADP know the results are
nal Revenue Service and Department of Housing potentially of high quality, but the time -and re-
and Urban Development use a broad range of for- source requirements are a burden. Private sector

eal assess-ment techniques. Put simply, assessment issessment experts addressed this same concern by
techniques work well for them. .developing batteries of written assessment instru-

The allied armies of the United Kingdom, Cana- ments that computers score and integante into feed-
da and Israel also use these techniques to select back. The Army's Organizational Leadership for
their combat leaders. The British Regular Com- Executives Course is already piloting such an in-
missions Board is a superb example of the assess- strument. It seems likely the Army will design
ment center method applied to military leadership computer-scored instruments for leader develop-
skills. Those who wish to become British army of. ment, given the need to provide quality feedback to
icers (except physicians, dentists and other nontac- large numbers of students in TRA[)OC schools
tical leaders) must first be assessed for 3 1/2 days at (the original purpose ot the LADP).
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Im m t S red AmessnnL used for promotion and command selections.
Unfounded skepticism aside, all assessment systems If one considers the realities of a limited resource
warrant cautious implementation. Partial assess- base, the investment strategy (see figure) for assess,
ments or assessments accomplished by poorly trained ment techniques seems to make sense. It proposes
personnel do more damage than good because they an intense developmental assessment experience for
appear to be valid when they are not. Informally midcareer leaders attending resident courses at Fort
derived instruments hold these same characteristics. Leavenworth. The large body of basic and advanced
Assessment officers in both the Center for Army course students could receive a host of relatively af-
Leadership (CAL), US Army Command and Gener- fordable self-assessment instruments directed toward
al Staff College, Fort Leavenworth, Kansas, and the planning their development during later operational
Cadet Command occasionally receive recommenda- assignments. As with junior leaders, the assessment
tions to change elements of their respective assess- strategy for senior leaders would primarily focus on
ment programs These suggestions intuitively seem self assessment but for a different reason. A growing
reasonable but are reckless in a technical sense. An body of research suggests the experience and marin-
assessment program's validity is a measurable, objec- ty of senior leaders make self assessment particulariy
tively derived standard. If the program is changed suitable for their development. This assessment in-
without . the impact of the change, the vestment strategy amures leaders receive assenmnens
quality of the feedback becomes an uncertainty, throughout their careers but that the resourcing tar-

As with any leap-ahead technlogy formal gets are career soldiers who, it is hoped, will develop
assessment is the leap-ahead technology in leader into senior leadem The same principle may be
selection and development-implementation is a applied to noncommissioned officer (NCO) and ci-
pitched battle. Assessment systems and assessment vilian career patterns as well.
instruments not expertly crafted and professionally It is important to view assessment technology as
executed usually provide meaningless results, re- a potential commanders' tool. In the Army, troop
gardless of face validity and nifty packaging. Ex- assignments are the focus for selecting and develop-
pertly applying a leap-ahead technology is, by defi- ing leaders, In executing their responsibility to se-
nition, a bold and deliberate action that is usually 4ect and develop leaders, commanders weigh a mass
expensive. Can we afford to do the job right? The of information about performance and potential
answer to that question seems obvious when one and then make the tough calls. Because command-
considers the Army's tremendous investment in se- ers are not always with their subordinates, com-
lecting and developing leaders. In the Army, the manders compare behavior samples and render sub-
hidden costs associated with marginal leadership at jective judgments about performance and potential.
any level can be tragic. Structured assessment would not displace this pro-

The only legitimate reason for leaders to develop cess but would enhance it by adding objectively
an appreciation for assessment technology is it can derived information-a qualitative gain. There
help them do their jobs better than if they choose to would also be a quantitative gain in information
work without it. Were the Army to design a selec- which is certainly important when making deci-
tion system complemented by assessment tech- sions about junior leaders whose performance files
niques, it would look like the system we have now.
From an assessment point of view, our present sys- CGSOC
tem is primarily subjective and normative. It is sub- IUOUKE
jective because it depends upon considered judg- ,NESVE
ment at multiple levels-for example, efficiency
reporting and the promotion board process. It is also
normative in that it compares leaders to each other, OAC AWC
,is opposed to some common standard. In contrast,
assessment centers and assessment programs are ob- '.

jective and criterion-referenced. Put simply, assess-"
ments use unbiased data-collection techniques to PeC - ,P" .... dto

rate leaders inst specified criteria. Such criteria AWC _us An. We COOP
Co.,,"K Stil 5,1,may exist nly as assessment tools or may emerg rREIM A3CtmdAm n vn9"Sh

from other training and doctrinal efforts such as the EFFICIENT CGSOC _Ora A. SlatO

Military Qualification Standards System. Clearly,
structured assessment strengths are complementary Ant
to the systemic weaknesses of the procedures now Leadership Assessment Investment Strategy
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may be thin. Military leaders tend to be practical lated from the need for objectivity as an immediate
and focus necessarily on the quality of information response to civil liability. An appreciation for assess-
these behavioral technologies provide. ment technology, then, will develop slowly and for

If assessment methods exist to support corn- different reasons than those of the private sector.
manders' decisions, then it fbilows that assessments Given that structured assessment delivers accu-
should occur during activities in which both the rate information about abilities and given that the
commanders and subordinates take part. As design Army needs such information to select and develop
criteria, realistic situations are the most desirable its leadership, why is the use of assessment tech-
assessment opportunities. Thus, the combat train- niques not more widespread? The answer is that
ing centers are probably the best locations to assess structured assessment is burgeoning as a tool for the
officers and NCOs in key leadership positions. In Army, as well as other Department of Defense ser-
conjunction with the Army Research Institute, vices and agencies. Several US Navy and US Air
CAL is investigating assessment technologies' ap- Force agencies are in close contact with CAL and
plicability in the near-combat training environ- view the Army as something of a team leader in
ment at the National Training Center, Fort Irwin, assessment as it relates to military leadership. The
California. Early reports of successful assessments US Army War College, Carlisle Barracks, Pennsyl-
made during field training are encotraging and vania, has a leadership assessment elective in place.
come from assessment contact points at the John F All services' flag officers are offered the opportunity
Kennedy Special Warfare Center and School, Fort to attend an assessment center run by the Center
Bragg, North Carolina; Fort Knox, Kentucky; Fort for Creative Leadership, a well-respected agency
Benning, Georgia; and Fort Huachuca, Arizona. dedicated to leader development.

Let's Do It. Most worthwhile efforts require the The systems in place for selecting and develop-
confidence of the participants to succeed. Quantita- ing leaders are effective. But this is clearly not a
tive assessment represents a venture into the un- case of "perfection is the enemy of good enough."
known for many who view leadership as an art. Inad- Selecting and developing future leaders are enor-
dition, the field wrestles with traditional suspicions, mous responsibilities for commanders and trainers,
skepticism and doubts about structured assessment worthy of our very best efforts. Let us put away the
capabilities. Assessment analysts refer to this as the viewgraph transparency that bemoans the prolifera-
"I've been assessing soldiers for 20 years" dilemma. tion of managers in a leaders' profession. Find the

Of course, these same concerns surfaced among leaders, and put them to work. MR
senior executives in the private sector but ceased to
be an issue when assessment-based personnel deci- (' CPT Klt is th ocp development officer
sions prevailed in the courts. Unlike personnel deci. in the Leadership Doctine, Research and Assess-
sions in the private sector, most selection decisions menr Division, Center for Army Leadership. He
in the Army can be challenged and, if necessary, re- holds a B.A. from Vanderbilt University and a
solved in administrative appeal channels designed to M. A. and Ph.D. from the University of N"issou.
enhance fairness. Thus, the Army is somewhat insu- M

The first six reviews in this month's Book Review sectuon are by State Mutual Book & Periodical Service, Ltd., New
by members of the Center for Ann Leadeh, US Army Yogk.) I988. $40.00 paperback.
Command and General Staff Coge, Fort Leaenw; h, The US Army's leadership doctrine (US Army
Kansas. Although tebooks ernotori aypublishedwth- Field Manual [FM] 22-103, Leadership and Corn-
mn the last two years, they are considered excellent reading mand at Senior Levels) defines senior-level leadership
choices in the area of leadershp.--Edaitor as "the art of direct and indirect influence and the

DEFEAT INTO VICTORY by Field Marshal Vis- skill of creating the conditions for sustained organi-
count Slim. 576pages. Papermac, London. (Distributed by zational success to achieve the desired result." In
Macmillan Publishing Co., Inc., New York.) 1987. $9.95. the person of Field Marshal Sir William J. Slim of
SLIM: The Srandrdbear by Ronald Lewin. 368 the British army, we have a superb soldier who ex-
pages. A. A. Johnston, United Kingdom. (Distributed emplifies leadership and command at senior levels.

go - May 1991 * MILITARY REVIEW



BOOK REVIEWS

Although not as well known as his contemporary, ing foundations for improving morale is practically
Field Marshal Bernard L. Montgomery, Slim was at a text on how it should be done.
the least Montgomery's equal in exercising senior Third, Slim certainly was tough enough to impe-
leadership and command. While Montgomery merit his vision and achieve the desired result. His
made his name defeating German Field Marshal Er- training methods, as well as the manner int which he
win Rommel and went on to command center stage rebuilt his army logistically, were particularly effec-
in Western Europe in 1943 to 1945, Slim made his tive in revitalizing a defeated force. In executing his
mark in the China-Burma-India (CBI) Theater, plans, Slim also proved himself tough enough to
a relative side show in World War I1. The condi- adopt innovative plans with some risk involved. His
tions under which Slim directed the 14th Army in description of the final battles against the Japanese
defeat of the Japanese in Burma, however, were far in Burma is a veritable diff-hanger, with the final
more arduous than any Montgomery faced. outcome in some doubt until the end.

Two accounts of Slim's leadership provide per- No better example of an outstanding senior leader
spectives on what made him so successful: Slima is a can be found than Slim. Defeat Into Victory details
biography covering Slim's entire life; Defeat into his leadership. Slim provides another perspective and
Victory is Slim's own account of the Burma Cam- puts his command of the 14th Army in the context
paign from 1942 to 1945. Slim covers Slim's career of his achievements. Both books would make signifi-
and his development as a leader up to the point cant additions to the military professional's library.
where Defeat Into Victory begins with his arrival in LTC WMinm A. Knowtgon Jr, USA,
India in 1942 and his involvement in the near dis- CenterfortrAy Lamhsip USACGSC
astrous retreat of the British army from Burma. In
its discussion of Slim's leadership in the CB1 The-
ater, however, Slir draws heavily on Defeat Into WHY LEADERS CAN'T LEAD: The Uncon.
Victory which is the more useful in examining Slim scious Conspiracy Continues by Warren Bennis. 160
during the critical 1942 to 1945 period in Burma. p . .5.Jey-Bass Pubs., Inc., San Francisco, CA. 1989.

What can we learn from examining Slim's lead- I n e,9C.
ersipFM 2-13 sate tht sccesfu seior In an earlier work, The Unconscious Conspiracy,

ership? FM 22-103 states that successful senior Warren Bennis describes the obstacles to leadership
leaders and commanders must establish a clear vi- in modem organizations and our society. Unfortu-
sion, communicate it and be tough enough to im- nately, these obstacles are now worse.
plement it. In the Burma Campaign, Slim provides In his latest, very readable work, Bennis docu-
a case study on successful senior leadership. In ments and links societal changes to the problems fac-
1942, the British army had been pushed out of Bur- ing anyone who seeks to be in charge of an organiza-
ma and was demoralized, ill-equipped, under- tion. He paints a bleak picture of our society's slide
strength, disease-ridden and defeated. By 1945, it toward a "bottom-line obsession." The quest for
had retaken all of Burma, defeated the Japanese power, status and profits has resulted in a greedy and
army and was one of the best fighting forces in the self-centered nation.
world. The transformation that occurred was large- " There is good news. Considering the obstacles
ly due to Slim's leadership, and he did exactly what with which aspiring leaders must contend, Bennis has
the doctrine says a senior leader must do. sound recommendations to overcome both the indi-

First, Slim had a clear vision of what needed to be vidual and organizational barriers to better leadership.
accomplished. His objective was clear to defeat Although Bennis does not deal specifically with mili-the Japanese army in Burma. Slim notes in Defeat tary leadership, there is sufficient detail for the mili-Into Victory that when he took over 14th Army in tary leader to link the implications of his findings toOctober 1943, he had problems-supply, health the military culture as a subset of our society.This
and morale. Slim went about improving all three book belongs on the shelfofevery American as an ac-
as he rebuilt the 14th Army. In his analysis of the curate assessment of what our society has become.
foundations of morale, Slim articulates his vision is ..- MAJ Mark J. Lavin, USA,
threefold-spiritual, intellectual and material. Center for Army Leadership, USACGSC

Second, Slim was a master at commwicasng his
vision to his soldiers. His method was very simple:
direct communication with the soldiers themselves THE LAST HERO. W'dd Bin Donovan by An-
through informal talks and contacts. Slim says only thony Cave Brown. 836 pages. Times Books, Inc., New
two things are necessary-to know what you are York. 1982. $24.95.
talking about and to believe in yourself. The chap- This biography of Major General William J.
ter in Defeat Into Victory where Slim discusses lay- Donovan--superb combat leader, presidential emis-
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sary and spy master-briefly covers his early life gence Agency; in New York's 42d Infantry Division;
and emergence from World War I as one of the and in the Special Forces and other US units. Today's
United States' most decorated heroes. Donovan officers, facing new missions and a new century, have
experienced the fighting and dying of the trenches an outstanding model in Wild Bill Donovan.
as both battalion and regimental commander of the MAJ Danid V. Wright, USA,
69th Infantry, 42d Infantry Division. Centerfor Army Leadenlip, USA CGSC

As significant and exemplary as Donovan's early
exploits were, they are not the-major theme of this
book. The focus is on World War 11 which, at the THiS KIND OF WAR: A Study of Unpmred.
outset, found the United States facing a fight for ness by T R. Fehrenbach. 768 pages. Bantam Books,
survival with no coordinated system for intelligence Inc., New York. 1991. $5.95.
operations. President Franklin D. Roosevelt real- The subtitle of this book issues a warning to all
ized that waging modem war involved using all military professionals who may have to fight in fi-
means--political, economic, communications and ture "limited wars." T R. Fehrenbach's seminal
propaganda-in addition to the battlefront war. work on the Korean conflict is worthy to be reread
This war demanded a central organization to gather by all soldiers to obtain the lessons learned that
and analyze inovrmation and conduct secret activi- were paid for in American blood.
ties to further national aims. This authoritative work is based on the personal

Roosevelt tasked Donovan to establish the Of- narratives of those who fought in Korea, supple-
fice of Strategic Services (OS), the first US mented by media sources, official records and oper-
agency responsible for coordinating intelligence ac- ations reports. The book is very easy to read.
tivities. This monumental undertaking was guided Written shortly after the end of the Korean War
by a vision shared by Donovan and Roosevelt when memories were fresh and emotions strong, it
(though sometimes lukewarmly by Roosevelt), begins in prewar Seoul and runs through the inter-
but it was an undertaking fought against and re- minable negotiations at Panmunom.
sisted by the State Department, the Federal Bureau As US Army Field Manual 22-103, Leadership
of Investigation, the military and others. As a sen- and Command at Senior LeveLs, states, 'The key to
ior leader, Donovan's lasting contribution is appar- maintaining leadership perspective is sustaining the
ent. By force of personality and will power, he ability to look beyond peacetime concerns. This is
overcame national reluctance and persistent oppo- the essence of being a warrior." Today, command-
sition to create the organization to meet this need. ers and staffs often find they have more demands to

The OSS' contribution to securing war objec- cope with than they have the time or resources to
tives is detailed in interesting and exciting chapters. deal with the demands. It is easy to be consumed
Each operation is revealed through behind--the- with peacetime bureaucratic concerns and forget
scenes information meticulously researched from the organization exists to fight in war. Everyone
Donovan's personal files and official records. The has heard repeatedly that you are "to train as you
accounts of the problems encountered are fascinat- will fight" and that "you will go to war with what
ing, yet illustrative of how unprepared the United you have." Fehrenbach's book provides historical
States was to deal with international intrigue, hid- examples of what happens when the commander is
den agendas, uncertain measures of success and, all not permitted to focus on training tor war.
too often, unstable allies. Take the case of Lieutenant Colonel Harold W.

To form the OSS, Donovan gathered a disparate Mott, commanding the 3d Battalion. 29th lntantr
crew of businessmen, writers, educators and military, on 25 July 1950. He was promised six weeks of
They were neither alike nor compatible, but they training in Japan; instead, he found himself and his
shared Donovan's enthusiasm and developed his in- battalion on the front line at Chinju. "In their
tense patriotism and belief in the mission. This dy- ranks were four hundred brand-new recruits. Their
namism was forged by Donovan's treatment of his newLy issued rifles were not zeroed; their mortars
people. He cared for them, supported them and wereryet untest-fired; their new machine guns
shared their hardships. As a result, they mirrored his oozed cosmoline." The next day, Mott's battalion
commitment, loyalty and desire for action. This in- was routed by large enveloping forces, leaving more
tense identification with Donovan's values and goals than 300 dead and 100 prisoners.
enabled his novice spys to produce glorious successes One of the superb aspects of the bxk is the au-
and weather spectacular failures. thor's ability to take the reader through the savage

Donovan clearly left his mark on the US intelli- fighting experienced by the soldiers and, within a
gence and military communities. This influence is few pages, explain the big "strategic" picture. This
still felt in the OSS successor, the Central Intelli- allows the reader to understand what has happened
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without becoming enmeshed in operational minu- Because The Leadership Chaenge is written for a
tia. The book also has numerous maps and pictures broad business audience, not as a military primer, it
to enhance the readers comprehension. Through- presents two relatively minor distractions to the
out the book, Fehrenbach remains candid. He ob- military reader. First, since the examples presented
jectively reports leadership mistakes, as well as suc- throughout the book are from the personal best of
cesses. This is the strength of his writing, the managers involved in the study, there is a cer-

Only our profession requires us to kill what we tain repetitive cheerleading in the narrative. After
have to accomplish the mission. We should learn a few chapters, this becomes monotonous. Second,
from the mistakes of those who went before us so it is necessary to translate the civilian "verbiage" to
that we might minimize the number of our soldiers that of the military to relate the two ideas. As an
who may die in the next "police action." example, "model the way" certainly seems to be the

LTC Terry Morrison, USA, equivalent of the Army's "lead by example."
CenterforArmy Leadmhip, USACGSC I enjoyed The Leadership ChalW. It is an ex-

cellent leadership summation work with specific
ideas for a leader at any level and should be added

THE LEADERSHIP CHALLENGE- How to to one's leadership library.
Get Exmodknwy Tidngs Done in OtgAnaitio by LTC Stlpb 0. Whitwonlb, USA,
James M. Kouzes and Barry Z. Posner. 362 pages. Jossey- Center for Army Leademlp, USACGSC
Bass Pubs., Inc., San Francisco, CA. 1987. $18.70.

Few books by nonmilitary authors deal with the
topic of leadership in a manner similar to that es- THE CHALLENGE OF MILITARY LEADER.
poused in US Army doctrine. Some are too academ- SHI Edited by Lloyd J. Matthews and Dale E Brown.
ic; others have a focus too narrow to be useful. Re- 167 pages. Pergamon-Brassey's (US), Inc., McLean, VA.
freshingly, this is not true of The Leadership Chalenge. 1989. $32.00 clothbound. $14.95 paperback.

Pooling their expertise, James M. Kouzes and As a credible examination of the various aspects
Barry Z. Posner have produced a book that is full of of senior-level leadership, this book provides the
examples of leadership and specific recommenda- reader with a compilation of comments and ideas
tions for action. They examine the experiences of from a myriad of educators and senior-level leaders.
more than 500 managers at various levels. Their At a time when leadership under current military
analyses of the combined successes of these execu- doctmne is making the difference on the battlefield
tives yield sets of practices and behaviors that any in the Middle East, it is refreshing to read a book
leader could use. Using a particularly upbeat tone, that reflects the need for our current military lead-
Kouzes and Posner detail the executives various ership doctrine.
successes in testimony to the specific leadership There is a wide range of offerings. Retired Lieu-
trait they are discussing at the moment. tenant General Walter F Ulmer Jr. gives introduc-

Deeply steeped in human resources development tory comments on the necessity of senior leaders
backgrounds, Kouzes and Posner focus on dynamic adjusting "their leadership styles to the demands of
behavioral skills and techniques used by successful a high-tech battlefield and the legitimate expecta-
leaders. They theorize that all successful leaders tions of today's generation of soldiers." The final
employ five fundamental practices: challenge the reading contains Donald Bletz' suggestions on what
process, inspire a shared vision, enable others to the "Modem Major General" should look like.
act, model the way and encourage the heart. The book reinforces what is preached at the US

The authors give specific details of the five funda- Army Command and General Staff College, Fort
mental practices. Their format is especially helpful Leavenworth, Kansas, concerning the requirements
in portraying these practices. Each section begins of senior leadership on the AirLand battlefield of to-
with a short summary of the particular principle and morrow. If we are to succeed in such confrontations
is followed by a two-chapter presentation of the where technology will devastate and destroy to de-
ideas that elaborate and support the principle. The grees that far exceed those of past battlefields, then
section concludes with recommendations for putting leaders must control such technological use. They
each practice and specific behavior into use. must also prepare the junior leadership to confront

The discerning military reader will see the simi- the dynamics of these proposed battlefields.
larity of these practices to the tenets of our current The guidance in US Army Field Manual 22-103,
leadership theories. It is refreshing to see that con- Leadership and Command at Senior LeveLs, is to push
temporary Army leadership principles which have for initiative and risk-taking by our younger leaders.
been proven to work in a variety of situations are But are we merely paying lip service to such sugges-
also accepted in the business world. tions? Ulmer states that such ideas "may be more dif-
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ficult to put into place than the operational doctrine ties of politics are that every nation looks after its
itself." General Omar N. Bradley in "On Leader- own national interests, the Israelis are accused of
ship" states that "a leader should encourage the doing so at the expense of their friends. What is so
members of his staff to speak up if they think the interesting is that the accusations come from a for-
commander is wrong. He should invite constructive mer Israeli Mossad agent which lends an air of
criticism." Doctrine supports this view. But, again, credibility that cannot be easily ignored.
are we practicing what we preach? Victor Ostrovsky and Claire Hoy give a detailed

In discussing the WorldW r II decentralization account of Ostrovsky's experiences inside an orga-
concept of the Germans' Auftrgawkdkc, John Nelsen nization that has been as big a mystery to Israelis as
states that "the strongest psychological impediment it has been to foreigners. The name "Mossad" con-
to Aufragstaktik in the U.S. Army is fear on the part jures notions of superspies and slick operations. Os-
of the commander that his subordinates' mistakes re- trovsky gives a new view of an organization that, in
suiting from their loosened rein would make the turn, gives meaning to the saying that "power cor-
command look bad and thus jeopardize the corn- rupts." His view of the organization with which he
mander's own success. Over control... is the reflex dealt for four years shows the seamy side of a pow-
of the commander's own career insecurity." erful clique not responsible to the state it serves

To operate at the senior level requires certain skills and in which the ends always justify the meam.
not previously required for junior-leader positions. Ostrovsky purportedly was recruited and served
Quoting Carl von Clausewitz, Mitchell Zais writes, for a brief period of time within the Mossad. His
"Every level of command has its own intellectual experiences in training and as a "case officer" (op-
standard; its own prerequisites for fame and honor. erative) are cited in relatively detailed accounts.
... There are commanders-in-chief who could not His purpose in writing this book is to uncover the
have ledacavary regiment with distinction, andcav- licensed corruption that he saw and fell victim to
airy commanders who could not have led armies." during his service with the Mossad. Power

Appropriately, the book includes two case studies struggles, personal gain and botched operations
that reflect senior leadership as it should be- combined to disillusion Ostrovsky who is a self-
doctrne-oriented and proven effective. Thomas adrmrtited Zionist.
Stone describes the successful leadership of General Many of the anecdotes (such as the Jonathan J.
William Hood Simpson and the US Ninth Army Pollard spy case) are easy to cross reference from
during World War II: "General Simpson's genius press accounts since dates, times and even people
lay in his charismatic manner, his command pres- are named, but many are left to speculation. If his
ence, his ability to listen, his unfailing use of his purpose is to bring attention to the alleged miscon-
staff to check things out before making decisions, duct ot the Israeli intelligence service, he has done
and his way of making all hands feel that they were so in the only way possible. The controversy sur-
important to him and the Army ...." rounding this book and the information it contains

In "Napoleon on the Art of Command," Jay Lu- will have far-reaching consequences not only for
vaas cites Napoleon's theme on leadership: "We the Mossad but also for the state of Israel and
should read and meditate about the wars of the countries with which it does business.
Great Captains; that is the only way to studv war." This is an extremely interesting '~k which, if
For young leaders who seek a successftil military ca- true, holds cautions for dealing with Israel, a coun-
reer in peace and in war, The ChaL/enge of Miitay try that has had close ties to the United States for
Leadershup is an excellent source for study. years. By Way of Deception provides an interesting

LTC Dave Smith, USA, insight into how the Israelis perceive the world and
Center for Army Leadership, USA CGSC the threats to their national interests at the lowest

levels. For those interested in the Middle East,
this book is excellent.

BY WAY OF DECEPTION: Make i and MA Edwin L Kennedy Jr., SA,
Unmaking of a MOSSAD Officer by Victor Ostrov- center for Army Tactics, USACGSC
sky and Claire Hoy. 371 pages. St. Martin's Press, Inc.,

New York. 1990. $22.95.
There is no wonder that the Israeli government

did not want this book to be published. Unless this
l'x-Kk is a fabulous piece of disinformation, it is an
indictment of a government that is supposed to be
"friends" with the United States. While the reali-
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One of the many functions of the US Army's history program is to commemorate the achieve-
ments , of units and individuals from the past Doing so develops loyalty and esprit de corps
within the US Army.- Likewise, memorializing individuals reveals the ideals they personify and,-
inspires us to emulate their actions.

The Command and General Staff College (CGSC), Fort Leavenworth, Kansas, has been instru-
mental in developinLArmy leadership since its establishment Many CGSC graduates have playeoY:
significant roles in the nation's history. In 1970, CGSC.-instituted a program to commemorate suc, I
leaders throuhe t-jMemorial Hulk -a Asscatio. The HalI* psrrenty
members, including Robert E. Lee, William'. Sherman, Matthew B. Ridgway, ight D. Eisenh
and Mark W. Clark. This year's inductees are General Creighton W. Abrams and Lieutenant General
Clarence R. Huebner.

Abrams, a 1936 graduate of the US Military Academy, is noted for a long and distinguished
career that included service during World War II, the Korean War and the Vietnam War. By 1942,
he was a lieutenant -colonel commanding the 37th Tank Battalion as it dashed across France and.
relieved the 101st Airborne Division at Bastogne. After World War II,
Abrams held key command and staff positions in the 2d Armored Cavalry
Regiment, 3d Armored Division and V Corps. He attended CGSC in 1949.
He may be best known as commander of the Military Assistance Com-
mand in Vietnam, from 1968 to 1972, and as the chief of staff of the -
Army from 1972 until his death in 1974. His skillful command of forces .

in Vietnam during the tumultuous years of the US withdrawal and his ,-
successful leadership of an Army faced with racial problems and an
identity crisis are indicative of the leadership qualities he demonstrated
throughout his career.

Huebner is probably best known as the commander of the 1st Infantry
Division-the "Big Red One"-during World War II. He enlisted in the
Regular Army in 1910 and served as a private, corporal, sergeant, quarter-
master sergeant and regimental supply sergeant before being commis-
sioned as a second lieutenant in November 1916. Huebner's service in
World War I is studded with success and bravery. He commanded an General Creighton W. Akaus
infantry company in the 1st Division at Beaumont, Cantigny, Aisne-Marne,
Saint-Mihiel and the Meuse-Argonne. He was twice wounded in action.
Later, in 1924, he attended the Command and General Staff School at
Fort Leavenworth and served on its faculty in 1929. In 1943, he assumed
command of the 1st Infantry Division in North Africa. Heled the "Big
Red One" in the invasion at Normandy, the brdfalkt at Saint-L8, the
repulsion of the German counteroffensive at Mortaii, and the Allied offen-
sives at Aachen and the Huertgen Forest. He ended the war as com-
mander of V Corps. His final assignment before retirement was as
commander, US Army, Europe.

This year's ceremony is scheduled for 7 May 1991 at CGSC. In
selecting Abrams and Huebner, the Hall of Fame Board continues to.--
maintain its high standards in honoring great leaders whose exemplary
service has benefited the Army and reflected favorably on Fort
Leavenworth.

-Clarence R. Huebeer.
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